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> To get himself in the mood for working on this issue, 
a member of ADULT LEADERSHIP’s editorial staff did a 
little mental role playing. In the role of a somewhat baffled 
discussion leader, he wrote the Issue Committee a hypothetical 
letter, “I’m Tired of Being Papa.” 

The Committee members—people concerned with such 
diverse interests as book-based discussion, speech, social 
science, educational psychology and training in industry 
all make repeated use of discussions and the discussion 
method in their own work. They felt that “I’m Tired of Being 


Papa” and a hypothetical reply to it would help the readers 
of ADULT LEADERSHIP begin to think about some of the 


problems of learning to lead discussion groups. 


I'm Tired of Being Papa 


Dear Issue Committee: 


I see in AL that your March issue is to be about “Leading 
Discussions.” It’s about time, because the issues I've seen so far 
haven't helped me too much. As a matter of fact, I thought I was 
getting along fine until | began reading your magazine. Let me 
tell you about my situation and you'll see what I mean. 

I lead a froup of 16 people who have come together because, 
for varying reasons, they were attracted by what they thought they 
would find in a discussion group for adults called “Modern Political 
Ideologies.” The course is sponsored by a well-known community 
organization, and grew out of a demand by some of the members 
for opportunities to discuss the conflicting ways of life and belief 
that we find in the present-day world. My organization found volun 
teer leaders for four groups—one on “World Religions,” one on 
“How Science Views the World.” one on “Understanding Ourselves,” 
and one which I volunteered to lead, “Modern Political Ideologies.” 

The people who signed up for the groups understood that 
home reading and group discussion of what we got out of the 
reading was to be the method used. They also understood that the 
groups would meet one evening a week for 16 weeks, 

My group consists of five housewives, two secretaries, a nurse 
a young engineer (married to one of the housewives), a retired 
physician, a mail carrier, a door-to-door salesman, a lathe operator 
a truck driver, the owner-manager of a small TV service company, 
and an accountant employed by a steel company. Four more who 
were in the group when it started six weeks ago have fallen by 
the wayside, one by one 

I expected no special problems in leading this group. With 
at lea t average success I have in the pa t led several other book 
based disc ussions in imilarly mixed and unacademi group But 
about the time of our first meeting a friend gave me some back 
copies of ADULT LEADERSHIP. Then the trouble began—at least 
in my own mind, for I don’t think the group is aware of my 
difficulties yet 


Here, roughly sketched, is my problem: 


ADULT LEADERSHIP has « 
tions, but individual copies 
nber and October, able at 5O t ot 


vailabi eer per ¢ 
» ADULT LEADERSHIP, 74 


mare h. 


wy Talking |t Over 


January Tidal Wave .. . 

Dean Guthrie, our man_ in 
charge of mailing out sample copies, 
has been overwhelmed by the re- 
sponse to the January “Reader's 
Report,” which asked for names of 
five persons who should receive a 
complimentary copy of AL. Names 
have been coming in at the rate of 
43 a day. Guthrie groans every time 
the mailman brings in a new bundle, 
but musters a weary “Thanks” with 
the rest of us. 


December Scores A Hit... 

Readers who favored the 
changed treatment of the December 
case material (“Annual Meeting: A 
Post-Mortem”) will want to know 
thar their reactions were in accord 
with 88% of the returns. In general, 
the reception of the Large Meetings 
issue was unusually enthusiastic. We 
regret that we can’t print more than 
a sample of the comments, most of 
which covered the cards from top 
to bottom, 


“This issue is one of the finest 
and most useful to date. We are 
routing it through our staff here and 
I’m sure they will find a great deal 
of benefit to them, espec ially the men 
working in the field as field repre- 
sentatives of the Michigan Education 
Association. They are constantly de- 
veloping and planning meetings. It 
will be a boon to them. Congratula- 
tions.” (FE. D. KENNEDY, Michigan Edu 


cation 4 ssociation, Lansing.) 


“The material on ‘improving 
large meetings’ was well presented, 
In my opinion, ‘What Happened in 
the Annual Meeting’ was exceptional! 
No better illustration of the typi al, 
overloaded, dull and confusing pro 
gram could have been found. The 
running commentary by three ob- 
servers is a unique way of pointing 
up events. ‘My Post-Mortem,’ how- 
ever, was far too kind. Everything 
said was true enough. And every 
educator is inclined to look for good 
in any human effort. But, honestly, 
the meeting was terrible. The pro- 
gram was too crowded; the speaker 
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to think t 


people if ry 


ether 


rroup grow in their ability 
ind to make decision 
hould take and what outcome 
hould have brankly, thi 


and member of many roups I’ve olten 


about what di 
rections their discussion 
the di cu ion 


\ a leader 


thought that demo ratic value 


app als lo 


and behavior should not 
by just talked about, but actually practiced in the group 
mid or 


fanizations peopl helong to. But | can't hor 


the life of me, how we can change much 
Let me be pecity and mavbe you ¢ 


Phi prouy lik other | 


to lead them in the eres signing the readings 


ith help Init 


worked with, ¢ xpects 


td 


“Papa 


‘tone and pace of discussion, curbin 
and encouraging the diffident. 
boundaries of what we ci 

discussion 


“teacher The 
inother Thies 


vive the right inte rpretation of our readiz 


‘ x pect to we out of the 


They see me as the 
to me rather than to one 


arguments between group members 


Supporting these attitudes is main 


reasons some of the members had for joining the group 
they were looking for once-and-for-all answers to their 
that they thought they would find 
in the readings or that would be given to them by the 
leader. And other members think they 


the answers. 


perplexitie solutions 
ilready have all 
From both readings ind leader the \ want 
reassurance that they are right: and from group dis 


cu sion. opportunitte s to convert the others 


Building a mature group ts a fine ideal. But what 


if the group doesn’t want to become mature 


Then. as [| said, there’s the sponsori: 


tion, too, 


The organization has a big stake in what happet 


in my group. It wants the members to get what thes 


came for and to spe ak well of the group to their friends 


It expects me to exercise control over the conclusions 


the group reaches and not to permit the group to do 
anything that will arouse any criticism in the community 


After all, political ideologies i 


present time. 


1 fear-laden topie at the 


As I read this over, I begin to wonder if 1 haven't 
put too much blame on the group and the organization 
Not that their expectations arent as Ive drawn then 
But even if they were different, Ud still have 
that I don’t think I'd know how to solve. For 


one thing, there’ 


They are 
problems 
the pressure of time. If | didn’t pre 
schedule, how 
cover the reading list in 16 weeks? If the 
group decided to talk about Marx for four weeks, how 


plan the readings and keep the gr up oon 


could we 


would we ever get through our readings in Locke. Rou 
eau, and the others? 


And how about th problem of handling the pers 


who wants to talk continuously. tellir ramblir 


dotes or airing the pet peeves ot lifetime 4 


enthusiastic scatter-brain who makes wild sertion 


out a shred of upporting evidence? Or the dema 


| 


who tries to sway the group by emotional app ils 7 


I can deal with these problem-member 
| 


well now because the group expects me to es 


maintain an atm sphere in which everyone 
chance to contribute. But how would thi 


didn’t do it. if | didn’t exert the necessary authority 


Maybe there are ways of soly nv these probl 


of altering the « xpectations of my group ar d orgar 


chedule and good ordei 


till being democratic and permissive. At least. | 


of maintaining a study 
there are, because I'm tired of accepting the role 
father-figure and an 

ideas to the curious, the lonely 
I want the 
to find the 
for them, to learn to expect significant inst 
not to look to me either as the for 


wisdom or as the ally of one against 


a firm but friendly interpreter 
and the faith-starved 
rroup members to explore our subject 


“answers” but to find the meanin 


one another: 


adult leadership 
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ist of all. I think. | want to share as an 
group's wrestle with words and meanings 
ts and disagreements, hope s and fears. | 


Papa. (Unsigned) 


We Don't Want to Be Papa Either. 


Dear Reader 


Here. as vou can see, is the issue you say it’s about 
time we had—the one on “Leading Discussions.” 

We hope it is of some use to you, and to others, 
too. Whether it is or not depends partly, we think, on 
what you expect of it and how you use it. 

If you expect, for example, that it will deal with 
all of the specific problems that you have in your situ 
ition. you'll be disappointed, Our readers lead discussions 
in many different situations, for many different purposes, 
on many different subjects: and we must try to write for 
all our readers. We have narrowed the field a bit, though, 
by focusing on discussion as a means of learning, not 


i means of reaching decisions or planning action. 


This focus should fit your general situation as you de 


scribe it 


The problems you mention are in many ways similar 
to those met by other discussion leaders. So far as this 
is true you may legitimately expect us to present material 
relevant to at least some of your problems. 

If we understand you correctly, you are mainly 
concerned about how to increase the degree of responsi 
bility your group takes for guiding its own learning. 
You feel this to be desirable, but see difficulties and even 
dangers in doing it. You seem to be asking: 

What can I do to create in the group an expectation 
that it will share in leadership responsibilities ? 

If | succeed in getting a group to share in leader 
ship responsibilities, what can I do to help the group to 
carry out such re ponsibilities as meeting or modifying 
the expectations of the sponsoring organization, carry 
ing out its own plan of study efficiently and maintain 
ing standards appropriate to a democratic study group? 

This issue. we think, offers two kinds of material 
relevant to your problem. First, there are some back 
ground materials which should give leads in further 
diagnosir the problems of your group (particularly 
it Why Group Discussion?” “A Way of Thinking 
About Learning.” and “Discussion Leader —-Man. not 
Superman) Second, there are some practi al sugges 
tions of things you might try in moving toward a pattern 
of democratic leadership in’ your discussion group 
especially in the Tool Kit, in “Discussing ‘the Printed 
Page.” and in “The Importance of Ideas”). 


You will also leads to other resources in 


the resources page Incidentally. you may find that the 
January number of Al (Spotlight on Member Roles) ha 
ood deal to say about how to he Ip members in a di 
Ission roup become more re ponsibl 

hope that what we have iid will be 

both in the further analysis of your 

id in plant ing way 0 it. Won't vou let 

If you think we might be of furthes help on 

aspect of your work, why don’t you addres 


“Consultation, Please”? 


Issue Committee, March, 1953 


march, 1953 
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Uiscussion: 


Why do so many men and women nowadays find 
discussion helpful in meeting the modern world’s 


demands for continuous learning? What can dis 


cussion groups do for those who take part in them’? 


The following article by the chairman of the [seus 


Committee discusses both of these questions, 


BEORGE BERNARD SHAW’S remark that youth is too 
t good a thing to be wasted on the young could be 
paraphrased to describe the way many people feel about 
education. One of the significant social phenomena of 
our time is the inereased interest and participatio 
adults in educational pursuits. In the twenty-five year 
period between 1925 and 1950 the number of people in 
adult classes in public schools and college increased 
nearly 500 per cent. Hf we had some way of counting the 
peopl belonging to informal stud groups the increase 
would be much greater 
\lthough some teacher ind tudy rroup leaders 
employ the lecture-recitation or the quiz as they experi 
enced it in school; with adult group the majority favor 


and try to foster discussion 


It may seem paradox il that men and omen he 
have finished their formal education and who admit that 
they have forgotten much of ‘what they learned in school 
anyhow, should meet with others in groups to tudy and 
learn. It may be that. through maturing 
enough about the world, its people, and its 
be uncomfortable in) ignorance 
that education will qualify him 
ociety more constructivel 

Increased knowledge 
books, lectures. or filme 
gained through discussion 
creasing their knowledge isn’t the only mo 
people who join and continue in discussion 

‘plus” which draws them 
olitary study? 

Many educators would say that peopl 
knowledge they seek better and in a mo 


meaningful way if they can talk about 
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I ! I i that th d ill add that 

t timulaty ‘ j le ell If f 
hat lies behi th sets of attitudes we may 

ha i better understand of th poteney of the di 


MOTIVATION AND GOALS 


In a very real sense teachers of children and youth 
have ae plive sudience Much of what children are e» 
pected to learn, they are told, will come in very handy 


when the are old enough to work. to vole, to marry. 


Members of adult groups have worked, have voted, 
ind have married. They are not being taught by someone 
who has lived more than they. They have, ready made, the 
kind of motivation that teachers of the young break thei: 
hearts trying to create 


Through discussion a group of adults can ex] lore 


i subject and find a level of working and talking that 
ha meaning for them Ay d the ean obtain sat faction 
through the excitement of achievement at any age if the 


goal is considered worthy of the labor it demands 


‘ 


No teacher is wise enough to sense what is in the 
minds of adults, what their needs are, what they think 
they want to learn. He must try to discover their motiva 
tions by listening to them People who are learning what 
they want to learn will be loyal to. not truant from. their 


eroup 


ALL SIDES OF THE QUESTION 


\ poor tr can h ivi many meanin a world Crisis a 
multitude of cause 1 social problem a variety of solu 
tions. When the learner is exposed to the range of ideas 
that can be brought to bear on any subject by the mem 
bers of a discussion group, that subject is enhanced and 
broadened. Rather than on point of view, he has many 
to examine, to compare with his own to accept or reject, 
The mental exercise is stimulating 


AN OPEN MIND 


The ye irs of experiences that have built the resources 
and ideas the adult brin to the discussion group have 
resulted, as well, in attitudes and biases that are in need 
of re-examination and change As long as these remain 
privat ind unacknowledged, the person can m inipul ile 
and distort new ideas or knowledge to fit them. Once he 
expresses his attitudes in words, and gives others a chances 
to examine them, it is much more difficult for him to 
deny them himself \ mind cannot remain completely 
closed when its contents are shared 


OVERCOMING APATHY 


An important aim of education in a democracy is 
to produ e citizens who are inter ted in the chalk nging 
problems of our times and who will participate in solving 
them. Many people refuse to be concerned with these 
problems because they have come to feel that the indi 
vidual is too insignificant to do anything about them 
Overcoming this kind of apathy is difficult. A member 
who sees his fellows in the group trying to understand 
thes problems eriously concerned over the solutions, 


and feelir re sponsibility to act, may be stimulated to 


The people who promote discussion groups can 
justify them with these arguments, a id there is experi 
mental evidence for some of them. But adults don’t give 
up their precious leisure and take part in discussion 
groups for these reasons alone. Let us look at some of 
the reasons why people get more fun and satisfaction 
from discussion groups than from other kinds of class 
settings. 


SELF-DISCIPLINE 


Some people admit that, although they genuinely 
want to learn, it takes a group to jar them out of their 
mental lazines Once they have committed themselves, 
have assumed some respe nsibility for a group by becom- 
ing a member of it, they cannot let the group down. Thus 
a feeling of member hip in the group, added to thei 


mith il motivation produces a higher orde I of prepat ities 


THE NEED FOR PEOPLE 


In our modern urban society ne people find tl 

selves isolated——unable to find human companionship or 
anything but the most superficial level. Man is a gre 
various animal. He needs to feel that he is important t 
others—that they care about him as a person A discus 
sion group where the members learn to talk freely togethe: 
and find areas of common interest and concern can help 


to meet this need. 


TO THINK FOR ONESELF 
| 


It is tragic that we have among us in a democrat 
socrery people who have not experienced the satisfaction 
that comes from advancing an exciting idea or a creative 
insight. There are people who feel that all the ideas worth 
having are in a book or in an expert’s head. In a stim. 
ulating discussion where people listen to each other care 
fully and critically, where members are expected to have 
ideas of their own, and where people try to understand 
each other, this attitude can be quickly di pelled, 


HUMAN RELATIONS SKILLS 


Before a person can be expected to participate it the 
solution of problems existing in his job, his family, o1 
his society, he must have some confidence in his com 
petence both in having ideas and in expre sing them 
He must have analytical and critical abilities as well as 
creativity. He must know when to look for facts, where 
to find them, and how to share them with others. He 
must realize that the others in the situation have needs 
just as he has them, to be understood and accepted. He 
must be able to defend his values, and be willing to 
modify them. He must know that much disagreement 
grows out of misunderstanding. He needs skills in all 
Adults want to be effective in their dealing 


with others. A discussion group can give them practice 


the se wavs 


in human relations skills. 

Leaders of discussion roups at d those responsibl 
for sponsoring the groups are aware of the values this 
They should know, 
as well, that the discussion group can have many values 
which are related to the emotional gratification, self 


esteem, and personality growth of the members. To be 


method has for individual learning 


unaware of the latter is to undermine effectiveness in 


achieving the former. 


adult leadership 
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By 


discussion leader... 


Franklyn S. Haiman 


It's not easy for a person designated as discussion leader to become fully a 


member of his group. What are some of the obstacles to his becoming such a member 


and how can he overcome these? Franklyn Haiman, who feels the obstacles 


need to be surmounted in the interest of effective, democratic 


discussion, shows how to take some of the hurdles. 


\ intelligent person, faced with the problem of how 

to behave in a given situation wants first to mak« 

clear to himself what it is he wishes to achieve. Unless he 

knows clearly where he is going, he is likely to do an 

ineffective job of deciding how to get there. Where is the 

discussion leader in a learning group heading? What 
goal is he striving to attain? 


From Leadership to Membership 

Expressed in its simplest terms, the ultimate aim of 
the discussion leader in a learning situation should be 
to gain full status as a member of the group by working 
himself out of the leader’s role. In other words, he 
should seek to develop and distribute among the members 
of his group the ability to perform essential leadership 
functions, in the hope that as they become more self- 
governing he can shed the responsibilities of governing 
for them—-and can thus become more and more himself, 

lo the degree, for example, that each of the members 
of the roup di velops the ability to be more objective in 
discussing conflicts of opinion, the leader becomes free 
to cast off his cloak of super-human impartiality and 
gains the right to have a subjective view. To the degree 
that each of the members disciplines his own contribu 
tions, learning to stick to the point and letting others be 
heard, the leader can throw away his policeman’s badge. 
lo the degree that each of the members exerts some 
initiative in stimulating personal involvement or pro 
voking hard thinking in the group the leader need no 
longer strain himself to be a scintillating dynamo of 
intellectual genius and social skills. He can become what 


he real vis a human being. 
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We do not idvocate this 
voal solely out of sympathy for 
the leader and his burdens 


Rather we believe it to be an 


. (* important prerequisite if learn 

» ' - ing is to take place in the group 
ee. Nathaniel Cantor's article 

ad *\ f points out that the learning 


process can be blocked by 
irbitrary status differentiations 
in a group Authority unless 
clearly called for, can delay 


srowth and development Since 


the job of a discussion leader is to facilitate learning 
he must seek to remove the barriers which stand in it 

ay. Perhaps the most significant of those barriers is 
his own position in the rroup. 

\s rapidly as he can, the discussion leader should 
contine himself to doing two things mainly, providing 
essential leadership functions, if any, in which he and 
he alone is uniquely skillful, and expressing his own 
personal views. He must strive to disavow the paternal 
istic role. This principle applies equally to all phases of 
his le idership procedural matters, probler s of content 
group evaluation and training, the establishment and 
maintenance of appropriate group climate, therapeutic 
functions, ete. 

In short, our dream of the I lopian group | of one 
in which every person is both a member and a leader, 
and will be predominantly one or the other at any given 
moment depending upon his peculiar knowledge and 


skills and upon his relationship to the ideas or feelings 
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that are flowing at the time. Lach member of the grouy 
in addition to “being hi elf bears equal re ponsil lity 
for the survival and progress of the group as a cooperative 
lear That re por ibilit is not the particular domair 


It is possible for « lseders to exter on thi 

ion of the ideal roup elt disagree on the extent 
to which it is realistically attainable and on the methods 
for work toward it. There are a variety of consider 
tion or sub-goale) which may cause yu ople with the 


ime goal or aim fo set out for their common dest 


ition by different roads 


lhey have first to consider the prol lem of what 
comfortable and healthy for each leader in terms of 
thi own pt Peon il needs and ch iracteristics some people 
because of thei prestige ability, age or a compensatory 
need for dominance may find it impossible to melt into 
i group a just another member Some may he able to 


do it only to a degree 


bor some the urge to disappear into a group may 
be unhealthily motivated. The may react strongly against 
authori and their enthusiasm for non-direction ma 
hecome fanatic or misguided This situation may lead 
to the autocrat in democrats clothing. who may be subtly 
more destructive to the group and to himself than is 
the out-and-out autocrat.) bach person must analyze 
his own motives as best he can, in an attempt to find a 
tyle of leadership which he can carry off with a maxi 
mum of psychological comfort to himself and to those 


with whom he works. 


We have discovered that some leaders believe in 
transferring re spon ibilities to thei groups through a 
gradual weaning proce Though recognizing this to 
be a long, slow method, its advocates also feel it to be 
the safest, surest and most comfortable approach— for 
them. Others favor a different style, a sudden thrusting 
ft re ponsibilitic son the ¢ roup at the very outset. Though 
recognizing this to be a sharp, unsettling experience, it 
advocates also feel it to be the fastest, most effective and 
most comfortahte approach for them 


Time and Training 

Another problem to consider is the problen ol 
how much faith one places in the maturitv, intelligence, 
and insight of the membe« of the groups with which 
one works, Is it possible for all learning groups to achieve 
the kind of diffusion of leader hip respor sibility. we 
have discussed? If so. to what extent can they, and how 
long will it take? Might it be that some groups can de 
it and some cannot Might there be some leadershiy 
functions which can be performed by the rroup at the 
very outset and others which it can never perform ? These 
are questions which provoke disagreement, and whiel 
each person through exp rience, through trial-and-error 


through controlled research, must answer for himself 


\ simple diagram may be helpful in visualizing this 
problem The vertical axis represents the le adership fun 


tions that must be performed if the group is to survive 


and progress. The horizontal axis represents Irom left to 

ht the passage of time and the accumulation of train 
ing from the beginning of the roup s life to its maturity. 
As time passes the groups scope of activity increases 


ind the leader's decreases. [he diagonal line represents 
hat happens in most groups roups which possess 

29 LEADER 

“nO 

x - 

uu 

8 9 

a5 

aw iLL. 

TIME AND TRAINING 

some ability to perform le idership functions right at the 
outset. which grow (with ups and down in their 
abilities as time goes on, but which never achieve a 


state of con pletely distributed responsibilities. 


Dealing With Members’ Expectations 


\ group’s ability to take over leadership responsi 
bility is not the only consideration the discussion leader 
must face in choosing his style of leadership. He must 
also take into account the desires or expectations of the 
group, and the extent to which he can justify frustrating 
those expectations. 

James James, for instance may be working with 
a group of people who have learned to like autocratic 
methods of leadership. Accustomed to a dominant hand 
at the helm, they prefer to play a passive role themselves. 
What right does James. as leader, have to thwart thei 
expectations and frustrate their desires by thrusting 
leadership responsibilities upon them without their con 
sent? On the other hand. if he firmly believes that 
they will learn to enjoy and desire more democrat 
methods after they have experienced these methods a 
while. how can he live with himself if he eaters to thei 


ubmissive needs? 


Should the leader adjust to the groups expectations / 
Should he expect them to adjust to his style of leadership? 
Should a ¢ ompromise be sought ¥ This is a proble m whi h 
must be decided by each leader in accordance with his 
own code of ethies and in consultation with the members 


of his group, 


Limits of Time and Freedom 


At least two other factors remain to be considered 
as the leader faces his problem of goals and objectives 
One is the time factor. How lor will the group in 
question work together? For one night only perhaps 
If so. the leader must see his goals altogether differently 
than he would see them were the group to have a series 
of eight meetings or to meet together indefinitely 


Some discussion leaders feel that for a one-nicht 


meeting there is little value in even attempting to diffuse 
group. Others might try diffus 
ing lead rship to a limited extent. Others might make 
a concerted effort to do as much of it as possible I 


leadership throughout a 


adult leadership 
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think all would agree that the longer the time the group 
would work together. the more possible and more profit 
able group-centered le idership would become. 

The other factor to be considered is the perennial 
philosophi il dilemma of freedom versus dis ipline. lo 
he creative, to progress or grow as a group, the members 
must be free and spontaneous, unhindered by hierarchy 
and by arbitrary rules. But to be productive, to get a 
job done, to protect the group against the excesses of 
the individual there must be a certain amount of aces pte dl 


law and order informal and self imposed though it may 


be. A group is constantly called upon to make choices 
between two essentially conflicting goals. Perhaps not 
either-or choices, but decisions which involve siving 


priority to one over the other. The wise leader is con- 
scious of the group purpose, the mood of the members 


ind his own aims, so that he will sense in any giver ita 
tion whether a little more freedom or a little more control 
illed for 
Although the fact is sometimes overlooked, the di 
ussion leader is a human bein with human strengths 


ind human frailties. The goals which we have advocated 


here are designed to help him re ipture his essential 
human-ness, and to destroy forever the myth that a 
roups problems can be solved if only the group will 
lace itself in the care of a superman It is interesting 
that this insight is by no means a twentieth century 
liscovery. For over 3000 years an inscription has 
veathered upon the walls of the ancient Armenian city 
of Ani. It reads: “The wisest remember that the chief 
f the flock which leads to the pasture round is onl 


intimal like the rest 


GROUP DISCUSSION — — The American Approach 


By VMarcarer | 


SENSE of urgency characterizes our American Her 
A itage group discussions. People, realizing the critical 
nature of our times, are seeking both understanding and 
solutions. The American Heritage Project is providing 
through books and films and good discussion leadership 
a proving ground for the ideas of democracy which are 
essential to the understanding of the issues of our times 

Some group members, impatient for a quick answer to 
pressing problems, seek a ready-made “democratic philos 
ophy.” But that is precisely what the American Heritage 
Project does not offer. Rather, the programs present for 
discussion the major problems that concern us. The book 
and films bring varied viewpoints, historical and con 
temporary, to the group for their consideration. How 
much government? What is the individual’s duty to his 
government? What rights does every man possess by law? 
by nature? These are some of the fundamental questions 
that are important to an understanding of the immediate 
issues. From the deliberate consideration of such question 
each group member 
philosophy 

One long-range objective of our American Heritage 


develops his own democratic 


Project is the development of an increasingly well 
informed citizenry, whose loyalty to the democrat 
process¢ is not solely emotional but also intellectual, 
with clearly conceived ideals and with an informed under 
standing of the great controversies which constantly face 


the citizen in a democracy. In discussion groups, an oppor 
tunity is offered for people to bring an acquaintance with 


some of the broad democratic conceptions to bear on their 


present perplexiti Through discussion we seek not final 
answe! but guide line for thinking about the critical 
problems of our times: our economic choices, our role 


in international affairs, how much freedom can a democracy: 


aff: rd, and o forth 

The method of group discussion may seem a slow v 
in which to meet a “crisis.” And indeed, totalitarian cour 
tries have discarded it both inefficient and dangerou 


to uniformity of thinking. But in a democracy, where not 


march 1953 
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fmerican Herita; Project 


iniform:ty, but the intelligent, independent voice of each 
ter is ?ce basis of government, discussion has been 
icknow!ertged as the onl) ecure method of meeting 
critica; issues, The small community discussions are a 
first step in the process of democratic choice 


In a democratically conducted discussion, such as those 
inder the American Heritage Project, no single opimon 
has a chance of being imposed upon the group. Eac! 
member has the right and responsibility to question ar 
opinion, to search out the facts, to draw his own cor 
clusions, to give his own statement of belief. But each 
member, by sharing in the common search for understand 
ng, learns from testing his idea 
books he reads, the films he see 
he discusses 


iwainst the idea im the 
the people with whon 


Just as there is no quick answer, so there is no imposed 
inswer Just as the group method | slow because t 
involves many voices and opinions, so it 1s sure because 
it involves them. The problems with which America now 


truggles need not quick solutions so much a ure one 


The patient examination of democratic value nm our 
American Heritage groups offer i strong approach f 
itizens of our free societ 
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HE celebrated Mr. Dool was visiling a progre 

sive school in the days when the bonds of formalism 

were first beginning to be loosed from the clas 

room Accompanied by a member of the school 
staff, he came upon a group of boys talking excitedly 
together Voices ro e; accusations re sounded; there wa 
a quick left to the jaw, and one boy was down 

“And what,” asked Mr. Dooley, “are these boys 
learning ? 

His guide, abashed, was silent for a moment and 
then replied, “They are learning, | think, the futility of 
hun if) ende iVvor s 

More accurately, they were learning the futility of 
trying to hold a discussion when they did not know the 
condition nece ify ror making a discu Sjor froup a 
profit ible learning « K perience 

Ju t as we have tried to get away from formalism in 
our school with the best of intent but not always with 
out some hitch or awkwardne in the proce o we 
have tried to turn away from formal methods and have 
turned to informal discussion as a way to get adult learn 
ing. Feeling that adult learning requires free and forth 
right expivration of issues, problems, points of view, we 
are coming to see that informal groups provide greater 
flexibility and fewer threatening situations than do tra 
ditionally structured, more formal groups. We feel that 
adults should have the opportunity to clarify their own 
experiences their own feelings and ideas and relate these 
honestly to the materials of a discussion, to other mem 
bers’ feelings and ideas, to what other people have writ- 
ten on a subjeet, to what a film or speaker has shown or 
said. We sense that the authority relations between leader 
and members have somehow to be different from the 


traditional relations between parent and child or teacher 


a 
and pupil if the e de irable le irnings are to occur. 


But frequently the discussion which was supposed to 
be tree and informal doesn’t work out to produce the 
learning processes and outcomes we seek. Members hold 
back from giving their honest opinions. They want the 
book or the film or the teacher to give them the answers. 
When the leader discourages de pendent e on his ideas or 
prefers neces, members may hesitate to face up to the issue 
and prefer to chat about safe and trivial topics. Or they 
may argue with the leader and with other members on 
minor points with greater heat and hostility than the 
issues warrant. The leader, too, finds himself at times, 
even against his good intentions, acting like an old-fash- 
ioned teacher, rewarding and punishing on his own, keep- 
ing order for the sake of order, even though he knows 
that the learnings and experiences he hopes the group 
will achieve won't come in any such way 

How do people learn in informal discussion situa- 
tions? And what are some of the ec mplexities in such 
learning that leaders should be aware of? 


Why do adults often find it hard to learn 
through informal discussion? Do incorrect 
notions of how people learn get in the way? 
Are people blocked by attitudes toward 
learning which they picked up during 
childhood at home and in school? Nathan- 
iel Cantor’s answers to these questions 
should help the discussion leader to under- 
stana why learning isn’t going on in his 
group, if it isn’t. The article has been 
revised on the basis of helpful sugges- 
tions from other members of the Issue 
Committee. 


adult leadership 
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by Nathaniel Cantor, 
University of Buffalo 


Resistance and Conflict 
Whatever else it may be, learning is change. We 
ive in some sort of equilibrium with our environment, 
and in our continuous efforts to adjust to our environ- 
ment, we learn. To make adjustments, we must change, 
ind in the changing we learn to do and be something we 
were not before. But we resist change. Change requires 
effort. It requires the admission that answers which we 
once thought sound and satisfactory are no longer valid, 
and this often in situations where we may have come to 
feel that yielding our authority or power, or admitting 
our limitations, inadequacies, or inconsistencies is deba 
ing. We like to believe we are already adults—that we 
have attained a good measure of growth—and we spend 
a good deal of effort, time, and money trying to convince 
other nd ourselves of the validity of this belief. We 
resist change in part to avoid 
the pain of self-disapproval 


and social condemnation. 


oe hh. (nd as we try to change, 
4 we often discover that we are 
Sh at odds with ourselves and 

‘f ' with our fellows. We are 

—_ aa ey { often be ne by oe 
“ae i} anxiety, tear, or guilt when 
Tad J ey we find that the change we 
I Ri all, Ny wish to effect brings us into 
aye f conflict w'th established pat 

Pa! terns of behavior or thought. 


We are likely to deny the ex 


% 7 istence of our feelings of 
7 ; : 
AN mao conflict and to seek for ways 


of justifying our denial 
Maintaining some sort of 
pretense becomes a lifelong, 
tortuous task. To pretend to 
he upright, consistent, noble, 
loving, kind, and at the same 
time to pretend that we are 
not also inconsistent, ig 
noble, hateful, and unkind 
doesn’t heal our conflict. It 
exaggerates our difficulties 
and calls for further de- 
fenses of our pretensions. It doesn’t resolve the conflict; 
it merely conceals it. We fail, perhaps, to realize just 
what troubles us. To deal sanely with our conflicting 
selves, we have to recognize first that they exist. 


Today most of us admit intellectually that in learn- 
ing something new we must deal with a certain amount of 
resistance to change, both within ourselves and among 
our fellows. Most of us realize too that we can’t relearn 
anything very fundamental without conflict in ourselves. 
Why is it, then, that we run into trouble in our discussion 
groups in dealing with these problems openly and effec- 
tively when they occur? 


Partly we react as we do because we have learned a 
way of learning which doesn’t square with our psycholog- 
ical insights. This way of learning, based largely on pre- 
vious experience going back into childhood and on non- 
logical language habits. erects certain barriers to our 


march, 1953 


a sense what we often need to do in a discussion group 


getting the learnings we want out of discussion groups, 


is to le arn a new wavy of learning as well as a new sub 


ject matter, 


’ ’ . 
Karly Max pertence 
The adult personality, we all recognize, has been 
conditioned by early experience Che learning patterns 
of the adult— the ways by which he knows how to learn 
reflect the ways in which he learned as a child. To 
understand the conceptions and attitudes which adults 
bring to a learning group, it may be helpful to review 
the basic characteristics of the traditional teaching situa 
tions in which most of us learned to learn as children 


kvidence from child-guidance clinics 


counseling 
centers, social work agencic and psy hiatri practice 
upports the view that the most important influences on 
the child personality tem from his relations to parent 
and ‘ ther members of his family. Ne xt in importance as 
an influence on the child’s personality are probably his 
early school experiences. The public school represent 
the major deliberate effort of society to influence and 
develop the rising generations of adults. How have tradi 
tional homes and schools influenced people to look at 
learning, to see themselves in relation to learning situ 


ations ‘4 


ARBITRARY AUTHORITY 


Parents and teachers traditionally have empl ved 
arbitrary authority as one of the chief means for con- 
trolling children. This control has led to undesirable 
results. Children have become fearful, anxious, defensive 
and dependent. Their spontaneity for constructive learn 
ing has been inhibited. They have feared to challenge 
adult authority, especially the authority of those adults 
upon whom they depend for the satisfaction of their 
needs. Parents and teachers have taken advantage of 
their positions of authority. In order to release theirs 
own personal tensions they have tended to use children 
as victims. 

Arbitrary authority assumes many forms. It may 
how up as corporal punishment, nagging, scolding, ser 
monizing, rejection or over protection Authority is arbi 
trary when the person under authority is not given suff 
cient consideration in its exercise. His feelings, interest: 
and attitudes are minimized or ignored. The feelings and 
wishes of the parent or teacher determine the pattern of 
behavior required, 


Parents and teachers are arbitrarily authoritarian 
because they feel threatened. If a person has hi power 
challenged, he feels insee ure, €s pec ially whe nN he depends 
for his security upon a sense of superiority in the field 
of « xperience where the challenge occurs, whether the field 
is table manners or arithmetic. 

In the confused and complicated world of today rela 
tively few of us have the opportunity to acquire the status 
and prestige which genuine self-expression requires. So 
we become practical, that is, we surrender the discovery 
of self and pursue the goals which others impose upon us 
But the quest for self-knowledge is not easily suppressed 
Many adults have within themselves gnawing feelings of 
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| he rarely talk from the 

prohibit genuine commu 
iecationr ore ng impr rlant matters j \ age adult 
‘ft hin i I ‘ ‘ nsignificant \ast 
meres \ ip ti et He is less offen aware 
the hostility, ag } r ubmission within hin 
which he has accumulated over his earlier year iu 
relation to parents and teacher and in later 


ferred to hi competitive associate 


There are opportunities howe 

these concealed tension (40 ip racial and relig 
crimination and public sports, as ¢ ample 

But the safest setting in finding an out i 1 dealing with 
children, especially one’s own. Home is a man’s castle 
here he can be and do no wrong. With childres 
his understandable desire to control need not be curbed 
Friction between parents and children or t whers and 
pupils is, most often, fundamentally a contest of wills 
truggle for power, The ba issue become Wh. 
oing to be boss?” 


Phe child learns through these experiences with arbi 
trary authoritic It is the quality of the learning. the 
kinds of habits he acquire which we should questior 
The child learns to submit when he feels he should object 
He learns to lie to avoid punishment, and acquires feeling 
of guilt, self-disre pect, and anxiety. He learns to blame 
others for his failure he learns to rationalize, to tify 
his actions beyond reason. He learns to repress his need to 
express himself. The over-all result is an adult who either 
fears to discover and expre s genuine self-hood, o1 
who insist upon dominatin } : vain reassurance 
that he is not as insecure a dimly perceives himself 
to be. There are, of course, many in-between types of by 
havior 

lhe child learns, too, to resist change. Change meat 
differing. To be different means to assume risks of criti 
cism and punishment. To avoid such risks a person had 
better deny his difference and submit to authority. Such 
ubmission is accompanied by th feelings of inferiority 
and in idequ wy which. in later life. characterize our rela 
tions with others. In a word, we deny our individual dif 
ferences in order to shield ourselves from the disapproval 
of other upon whom we are compelled to lean for that 
Puss uranes which we do net obt titi from ourselve We 
learn to be afraid of our individuality. We won't stick out 
out neck 


TEACHING BY DEFINITION 


The child in the classroom is expo ed, too, to teach 
ing methods which stress the correct manipulation of lan 
guage rather than constructive attempts to understand and 
and manave experience, The f methods may be called 
“teaching by definition.” In many classes, the method of 
teaching by definition introduces further blocks to genu 


ihie le arning 


Teaching by definition is a method generally em 
ploved by keepers of-the-text. The term “definition” is de 
rived from the Latin, de and finere, “to end off.” Tellin 
tudents the correct definition of concepts “ends off ex 
ploration and elf-discovery. The students are blocked by 
the teacher's or the textbook's definitions. There Is 
nothing for them to chew on, to challenge. to differ with. 


Todt ec Tce 


a fon a 


we are beginning to see that talking is not teach 

listening is not learning. The teaching-learning 
experience at its best is a quest for honest communication 
What is a fact for one person. however, may be an empty 
erbal concept for another if the latter has no interest o1 
problem to which the alleged fact is related. One of the 
chief funetions of a teacher is to make knowledge avail 
thle to the learner. The average teacher, however. fails to 
appreciate the degree to which the student’s meanings for 


the words employed differ from the teacher's meaning 


and the inability of students to translate the implications 
of many of the book’s or teacher's ideas because they 


rie problem related to these idea ol concepts 


Knowledge is certainly important. It is the import 
{ knowledge for the learner which is at issue. The teacher 
attempts to teansmit knowledge by talking, by asking his 
questions of having the students answer the proble ms in 
the text. Learning, however, cannot take place unless and 
until the student translates and incorporates the knowl 
edge in relation to his questions and his proble ms. What 
the data mean cannot be significant unless the student 
discovers what the data mean to him. Possessing verbal 
zed ideas is one thing; being possessed by ideas is quite 
another matter. Genuine learning does not end in ideas 
but bth Prati le and gland. in changed behavior. \ person 
arns as much as he has lived and organically experi- 
enced, 
There is a significant difference between knowledge 
and understanding. Let’s take a simple illustration. How 


many times has each of us joined in the singing of 


y ” 


Imerica =a rom every mountain side let freedom ring. 


brom every mountain side?” Does thi phrase refer to 
the shacks of Kentucky mountains and the hovels in 
Pennsylvania? Should freedom ring for millions of dis 
advantaged and disenfranchised Negroes? “Sweet land 
of liberty 7” Liberty for Jewish. Catholic. and Italian can 
didates to have equal opportunity for entrance to the 
colleges and medical schools of the country? Most of us 
know in the sense of having memorized. the first stanza of 


Imerica, but few of us have understood it. 


Giving information, handing out data in neat as- 
signments or talks, and checking its return through reci 
tation or examination is the easiest way to teach and 
also the easiest way to guarantee little learning. Passing 
social science is not the same as passing judgment on the 
oncepts and information of the social sciences. Tea hing 
by definition is much less demanding than de veloping the 


kills re quire d in he Iping people lo le arn. The net product 
] 


ol 


teaching by definition is change in language, not 


rowth in understanding 


in Accepting Atmosphere 
If in our discussion groups we can communicate to 


others that we understand how they think and feel but that 
we are not judging them or condem! ing them, we will 


have made a prime move in helping people change their 
old patterns of learning. If, in relation to the discussion 
leader or other group members, a person feels accepted 
no matter what he utters, and understood whatever his 


adult leadership 
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attitude, he is freed to face his ambivalences squarely. 
His fears and anxieties concerning personal and social 
disapproval are gradually reduced. He needn't remain o1 
become defensive. No one is attacking, blaming, or con 
demning him. He doesn’t feel threatened or fearful. Neo 
one insists on making him other than he wishes to bn or 
to become. His integrity is respected. Not having to fight 
against others imposing their will on him, he is left free 
to struggle, or not to struggle, with his own 

| earning to t Apress his difte rences in an atmosphe re 
which carries no threat, a person can face himself, assume 
responsibility for thoughtful choices and decisions, rec- 
ognize his weaknesses. use his strengths without defen 
sively imposing them on others, and accept help from 
others. In the free and open exe hange of ideas and fee lings 
between the members of the group, no one needs to be 
competitive, no one has to win or prove himself right, no 
one has to be exposed to ridicule, sarcasm or condemna- 
tion. Together the members explore ideas or situations, 
test their insights, old and new, through the combined 
contributions and helpful criticisms of all the member 
and the leader. Feeling the support of others, recognizing 


the common failings and uncertainties of all, being under 
} 


spare? 


“Let's start a group discussion about my allowance.” 


stood, being left free to make their own decisions, being 
respected for their unique contributions—these attitude 
and feelings about standards lead members of a group to 
want to help each other, to grow together and to work 
together. In such a cooperative atmo phe re the individual 
doesn't need to feel isolated, unsure of himself, hostil 
competitive, o1 defensive. He can be himself and also feel 
that he belongs to the group. 

lo create an atmo pher of discussion free from 
fear, from arbitrary authority, an atmosphere in which 


lancuage, feelings. and attitudes can be honestly exam 


ined, sets several requirements upon the le irning roup 


!. A non-judgmental attitude, that is, the absence of 


a narrowly moralistic attitude, on the part of the 


| 


and other me mibe rs gl the group, 


march, 1953 
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\ realization by all group members that all moti 
vation and all significant learning are, in the final 
analysis, personal; 

The acceptance as a group standard of the member 
right to be different and to disagree 

\ realization in the group that all genuine growth 


stems from the creative powet! within the individu il 


The Leader Can Help 


Because of anxieties developed in childhood expe 
riences with authority, many group members are slow to 
trust a leader's attitude that he wants members to be thei 
spontaneous selves, The leader should recognize this de 
fensive attitude and accept it As the meetings progre 
members gradually realize that there are no risks in e) 
pressing themselves spontaneously, As a consequence 
they become more and more involved in relating their own 
f xperiences to the discussion 

The members may do what they will with the help 
offered them. They can modify, change, or persist in their 
views. The leader cannot feel. think, or struggle for the 
members. Every individual learns only what he can psy 
chologieally afford to learn. The leader can only create 
favorable circumstances to encourage learnin by free 
ing the members to examine themselves and the material 
being con idered 

kivery effective group discussion must have some 
limits and some focus, and part of the leader's job is to 
he Ip the proup to de fine the se The trie riiby i brin Fa put 
pose or purposes, more or | clarified. The leader brings 
a service which he can offer to he Ip them meet their need 
As the meetings proceed, the needs the members felt they 
had at first may be modified by what oceurs. Not all need 
of the several members are relevant, but only those which 
can be related to the purposes which deve lop in the rroup 

As members work to articulate their needs, they 
become actively and creatively involved. They are partic) 
pating in their own development. This kind of creative 
learning is different in quality from the negative learn 
ing which characterizes learning in the authoritarian 
situation. In the latter ituation people learn to avoid 
threat and challenge, to justify not changing: they really 
learn how to avoid learning. With active participation 
in his own development and in that of others in the group 
a person is encoura red to re-examine lanvuage habit 
feelings, attitudes, and institutions as these are called ints 
question 

And the leader, while he cept the member feel 
ings and comme.its, also has the re ponsibility to clarify 
inarticulate feelings which members may have or doubt 
which they may entertain. He realizes that most people 
rarely have a clear, concious pieture of how they actually 
feel about things At the proper time, theretore hye ma 

ugvest that a different point of view from any previou ly 
considered in the discussio entertained, If there 
i ood rap fied ‘ ' | f ! erieubinie 
feeling of res ) ee | member it 
much more likely that the defensive 


when he offers alternative it oO ider can 
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GHUUPTHINA UR GROUP THINKING? 


Groupthins is becoming a national philosophy 
a machine lor the engineering of mediocrity a. a, 
subordinate the individual to the group... has pro 


rationale for conformity 


vided a highly appealing 


a hewtldering array of techniques (role playing group 
aynamb etc, / . for one great cumulative a sault 
on the perversu of man 


Whyt Jy in FORTUNE ma 


| ~s William 
for January and 


razine 


March, 1952, has stated the opinion 
of those people who have become disturbed by the 
rapidly groy number of roup-di cussion enthusiasts 
in the United Stat It is unfortunate, though pe rhaps 


whenever an idea becomes 
extremist both for 
who distort, pervert 
so it has 


inevitable, that widely popu- 


| 


larized there are and against it 


and misunderstand its real essence. 


with the philo ophy ol group-centered 


been 


le ider hip ar d the technique . of proup di cussion which 


have gained wide pread attention in recent year 
I cannot condemn Mr. Whyte for his attack, out of 
proportion though it may be hecause for every rock 


he throw | 


unfortunately many 


know several deserving target There are 


discussion enthusiasts who do not 


understand the distinction between agreement and con 


lormity between unity and uniformity, between dis- 


wreement and perversity, between difference of opinion 
and abnormality, between cooperation and manipulation, 
hetween thinking in a group and groupthink. Perhaps 
Mr. Whyte dee not understand the distinctions either. 
This is a brief attempi for the 


have jumped overboard, both 


benefit of person who 


fore and aft, to clarify 


the situation 


The purpose of discussion unlike edict or debate 


is to interchange ideas among the members of a gre up in 
the hope that they will come to understand each other 
better, and perhaps find areas of agreement in which 
If they can reach unanimous 
Society of Friends seeks to do, the effort 
there will be no disgruntled 
refuses to reluctantly sup 
The 
premium on trying to understand a person rather than 
down. It 


of the individual. To be sure if social pressure 


they can take joint action 
consent, as the 
is well worthwhile, for 


minority which support or 


ports group action search for unanimity places a 


to argue him does not degrade, it elevates 


the value 
or any other kind of manipulation is used to win agree 
ment, then we are truly guilty of the charge of 
think. But if the ri 


he remain 


group 
long as 
nothing to 
ipologize for. Contrary to de veloping conformity (which 
found to the great 
take 
the individual member to thin ind 
to think for onesel/ 


rht of each man to dissent a 


unconvinced is honored, we have 


is usually at degree in groups where 


real discussion rarely place } eroup-centered 


rie thods encourage 


to think, by its very nature, is 


It should further be noted that unanimous agres 


hould not imply 


ment 


today does not and unanimous agres 


ment tomorrow, People who have an understanding of 
history appreciate that it is always out of dissent that 
progress arise The divergent, radical unpopular idea 
of today is the cepted truth of tomorrow, Group dis 


By Franklyn S$. Haiman 


cussion, pre perl conceived, does not stifle creative dis- 


sent. It does, in fact. stimulate it by providing an arena 


where new ideas can be admitted and appraised, It is 


society unaccustomed to the free play of dis ussion 


intolerant of people with strange ideas. 


most 


| DO not want to underestimate the dangers in group 
method 
dividual 


clever in- 
their behind a mask of 


Discussidn can be a pooling of ignorance 


Discussion can be exploited by 


eeking own ends 


cooperation, 


which serves only to reinforce the prejudices with which 


the individual members entered the group. Social 


| pres- 
ure can be a tyrant far more powerful and ingenious 
than dictator. But these are 


itself. 


commented on the 


the efforts of any single 


the perversions of the process, not the proces 
Vr. Whyte has 


“group dynamics” 


sarcastically 
approach as follows: “The new leader 
will be 
And since he 


will view dissension merely as evidence of m iladju tment 


will not aspire to authoritarian control . . . he 


a leader and a follower at the same time 


and psychoneurotic behavior, he will not really be super- 
imposing his views. Dear no, he will be helping people 
lo adjust.” 

It is easy for the critic to lampoon and oversimplify 
a complex problem. Dissension may, in truth, sometimes 
be no more than perversity, susceptible to modification 
through a warm, permissive 
leader group. We have all 


discussion whose blocking 


due to per onal problems 


atmospher provided by 


and known 


participants in 
behavior patterns have been 
rather than real disagreement. 
lo help the e people to “adjust” is not a crime against 


when all 


of opinion are re rarded as abnormalities, 


the human spirit. It becomes a crime only 
differences 
ind when psychological analvses are used as 


to bludgeon the recalcitrant 


Ww eapons 


into line. 


¥ is interesting that those like Mr. Whyte who object 
to what they choose to call (after George Orwell's 1984) 
groupthink, seem to see no middle ground between rugged 


and the kind 


of group activity, on the other hand, where one person 


individualism of thought, on the one hand 


manipulates and controls the thinktee of the others. 
\s Whyte puts it: “If society is to be culturally orches- 
trated, who’s to write the score?” It is apparer tly beyond 
the comprehension of these critics that people can become 


voluntarily interdependent—giving and taking, 


agreeing 
and disagreeing, working cooperatively together without 
exploiting one another and without sacrificing their own 
legitimate ego-need 
together 


subtly o1 


To assume that when two people 


work one of them must necessarily dominate. 


either otherwise, and the other submit is to 
deny the possibility of interpersonal relationships based 
upon mutual respect for one another’s individual integrity. 
lo deny this po sibility is to close one’s eves to the fact 
that it happens every day. 

When we, as leaders, advocate a shift of 
empha is from thinking alone to thinking iv rou 
competition to cooperation, from debate to 
it doe 


the ri 


group 


one iota of 
the right to be 


not mean that we sacrifice 


ht to be different, or even in 
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improving 


gour leadership 


---fm discussion groups 


by Thomas Gordon 


! IS not easy to become an effective discussion leader. 
But at least we no longet believe that leadership can 
be achieved only by those gifted few who happen to be 
leadership traits, The old 


“Leaders are born, not made, 


born with certain adage, 
is being replaced by the 
idea that leadership can be learned. Social science now 
furnishes ample evidence that people can learn new skills 
of leadership particularly skills that facilitate learning 
and creative thinking in discussion groups. 

What are these new skills of leadership? What does 
it take for one to become a more effective discussion 
being asked by an ever in 


from all walks of life 


business executives, 


leader? These questions are 


creasing number of leaders 


industrial managers, community 


leaders, teachers, school administrators, ministers, social 
workers, politicians, and so on. Wherever people are as 
suming responsibility for helping, groups work out thei 
problems through discussion, there exists a need to dis 
this more effectively. For 


there is agreement among so 


cover and learn ways of doing 
tunately for such leaders 
cial scientists on some of the requirements for effective 
leadership. Nevertheless 
cently 


one would also expect considerable disagreement about 


because le idership has ao re 


become a legitimate preblem foy scientific study 


march, 1953 


a role as comple x as the leader [his means that to 
learn leadership skills one can rely upon facts and au 
thority only up to a point. Beyond that he must depend 
upon his own varied experiences as he tries out different 
leadership methods. 
Furthermore, it is a sure bet that people cannot 


change their patterns of | idership simply by picking 
up a few new te hnique : too much related 
total attitudes and 


value 5. Conseque ntly becoming a“ diffe rent } ind ol le adetr 


Leadership j 
to one’s personality, one’s basi 
requires fundamental ch Wipes if the inner core of the per 
son, as opposed to simply his outward behavior. Such a 
change will occur only through frequent exposures te 
new situations, through a kind of painstaking experimen 
tation with different methods, and through honest ex 
toward self 
but they ean 


amination and evaluation of one’s attitude 
and others. Techniques will help, of course 
be effective only if they become an implementation of the 
leader's own philosophy and temperament. A budding Hit 
some of the methods of 

This can be 
fooled hy 
make it inevitable that the 
effective leadership to 


ler would have difficulty learning 
taken first as a cau 
attitude 

the technique s of 


facilitating discussior 


tion against being leaders whose 


will emplo 


weompl h their own ends irre 
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the group s goals [here is a second reason 

the intimate rel tionship between one’s pat- 

ider hip and his philo ophy and temperament. 

People often get so discouraged after once trying out new 
of leadersh ip that they give up and go back to 

wa If, however, these leaders realized that 

in their attitude must © hand in hand with 

in their technique s, then they might have more 

for their early failures and keep struggling for 


The Leader’s Attitudes 


There is no tool more important than the leader’s 
sttituele ittituce towards others, toward himself, and 

vard proup 

Let us assume first that a leader would not even 
consider the use of group discussion unless he believes 
that its effect will in some way be better than, say, a lec 
ture in which he alone contributes to the group. This 
neans, then, that the discussion leader believes that 
group members have something to contribute, For some 
members this contribution may be a new idea; for others 
an idea borrowed from someone else; for others, a fact 
or observation picked up from reading; for still others, 
an expression of their feelings, a report of their ex 
periences or an ¢ valuation of the discussion. All of these, 
the effective discussion leader considers to be worthwhile 
contributions, 

Another way of putting this attitude stresses the 
uniqueness of each individual The discussion leader be- 
lieves that each person is unique—different from every 

else. Consequently, he has the potentiality for making 
ome Unique contribution--one that no one else could 
possibly make, because no one else is quite like him. 

A second basic attitude of the discussion leader is 
that the group extsts for the achievement of the goals o} 
its member not primarily for the realization of the 
leader's purposes He sees the group as the vehicle for 
the achievernent of the goals of all its members, includ 
ing himeelf 


lo hold such values as these the discussion leader 

ds to feel fairly secure himself. This is not to say that 
needs to be perfectly well-adjusted. Rather he must 
secure enough to tolerate others having opinions dif 
ferent from his own. In a very real sense, he must re 
spect his own uniqueness else how could he respect the 
uniquene of others? A strong desire to try to pattern 
others in our own image is usually rooted in a deep sense 


f insecurity, inferiority and powe rlessness. On the other 
i 


hy ind the willingne s for others to be themselve 5. lo have 


their own unique thought and to see the world through 
their own eve requires of any leader that he have con 


siderable inner ecurity and strength 


These are but a few of the basic attitudes that seem 
to be nsistently related to the ability to foster creative 
participation among the members of a discussion group 
Someday perhay social selen » will be able to pro 
vide us with a more complete st. Yet even with the 
limited understanding exist ent, effective lead 
er hip ol di on § eems require ill of the 


attituce it ues ve associate with democracy. 


Where Do I Stand? 


Leaders who wish to examine their own attitudes 
may find a guide in the following list of statements. Even 


among effective discussion 


leaders there will be some 


disagreement in their attitudes and philosophy. These 


are merely thought-provoking questions that other lead 


ers have had to face and puzzle over. 


The most important factor 
in the group's effective- 
ness is the wisdom of the 
leader. 


The most unportant ja lor 
in the group's effective 
ness is the ability of each 
member to make his max 


unum contribution. 


igree ——____. Unsure or Neither ——_—___. Agree 


Often the leader knows 
better than the group 
what goals the group 


should a hieve. 


{gree —__. Unsure or Neither — 


The most effective group 
is the one which each 
member feels free to lead. 


Goals set hy the total 
group in the long run will 


he best lor the group. 


a 


1/11 groups need a single 
leader. 


Agree ————__ Unsure or Neither __—_—_-. Agree 


The leader must retain 
some authority over the 


£roup. 


futhority is rightly the 
property of the total 


group 


{gree ———___~ Unsure or Neither ——~—~—— — Agree 


In effective group is one 
whose members are al 
ways fre e to challenge the 
le ader 


The leader loses his ef 
fectiveness if he allows 
his ideas to be challenged 
100 often. 


igree —-—__— _ Unsure or Neither ____~ Agree 


{ leader should try to 
PLLA LINL Le status differ 
ences between himsel} and 


the group. 


1 leade r should hat e more 
status and prestige thar 


kroup rie mbe rs 


a Unsure or Neither ____ igree 


Vost people are too unin 
forme d to make a contri 
bution to a group discus 


sion 


Every member should be 


considered a potential 
contributor to a group 


dise usston 


igree —_——— Unsure or Neither —— Agree 


| le ader should welcome 


dependence upon him and 


use it to teach the group. 


{ leader should trv to de 
] } 
crease acepe ndence mor 


him. 


igree — Insure or Neither —— Agree 


If the leader has power 
over the group then mer 
hers will not participate as 


freely as t} he did not. 


{ leader should hold on to 


his power if he “uses wu 


wisely and justly. 


{gree ———__. Unsure or Neither —_—___ Agree 


People are basically d 
pendent and want their 
thou hts to he directed 


hy these who know more. 


Pe ople li arn to he de pe nd 


free 
dom from direction by 


others 


{gree ———_—_. Unsure or Neither ———-—— Agree 
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Readers interested in further ¢ xploration of the proble m 
of the basic attitudes and values of leaders may find the 
tollowing references helpful 


Erich Fromm, “Eseape from Freedom.” New York: 


Farrar & Rhinehart, 1941. 


Adorno, Frankel-Brunswik, Levinson and Sanford, 
“The Authoritarian Personality.” New York: Har- 
per, 1950. 


The Leader's Preparation 
What kind of preparation is called for from the 


liscussion leader? 

\ clue to this problem is found in the leader’s own 
definition of his primary function in the group. A lead 
er. for example, who defines his function as influencing 
the thinking of the group in some direction of his own 
choosing prepares himself to improve his methods of 
presentation and persuasion. With this kind of goal in 
mind such a leader asks. “How can I best prepare myself 
to influence others, to change others to my point of view, 
to ‘guide’ discussion in the ‘correct’ direction, and to ‘lead 
thers to the real ‘truth’.” 

If he sees his function as that of increasing the 
vroup’s critical thinking, so that its members can learn to 
reach their own conclusions, he will ask himself, “How 
can I free the group from dependence upon my ideas?” 
“How can I facilitate self-directed and indepe ndent learn 
ing?” “How can | create the conditions for maximum 
participation of the group members?” 

Here are some suggestions for preparing oneself 
for the role of group discussion leader. They are based 
upon the experiences of leaders who have been trying to 
perfect their skills of rel asing the creative potential ol 


the members of their discussion groups 


How Does a Leader Prepare to 
Work With His Group 


I. You might try out techniques for getting members 
to participate before the first meeting. 
Send out questionnaires to get information about: 
Vembers’ interests 
Real proble ms they are facins 
(luestions on their minds 
Ask a few members if they would serve on a 
Planning Committee which might work out a 


tentative program for the first meeting. 


2. You might gather the best resources you can find for 


ise by the group. Your attitude would be: What can 
| make available to the group as possible resources 
for the members to choose? 

\ppropriate moving pictures 

Case studies 

Recording: 

Book Lists (selected carefully for pertinence ) 

‘Situations suitable for role-playing 


Possible field trips 


march, 1953 


3. You might get your own as organized in suitable 

form for use by the group, if the members decide to 

you as one of their resources. You need not fear 
prepared as well as you can be just 


preparation divert the gro ip 


#. You might want to take steps to insure that the physi 
cal resources for th roup will be conducive to ef 
fective discussion 

If your group will be large, you might arrange 
to reserve several smaller rooms for sub rroup 
discussion, in case the roup decides to sub 
divide. 

Iry to get comfortable rooms in) whieh the 
chairs can be moved into a circle or square 
Remove all symbols of leadership, such as p 
diums, platforms, gavel special chairmen 
chairs, teachers’ desks, lecterns 

You might bring materials which « 


as name tags 


>» You might feel more comfortable if you planned what 
you will say to the yroup at the opening of the first 
meeting keepin in mind that 
The more you say the more you encourage the 
members to depend on you to carry the ball 
alone 
Any hint ou give about how they should get 
started will be only too welcome. So you may 
not get ideas from. the group unless you avoid 
having preconceptions about where they should 
he iti 
If you do think you know where the group should 
begin plan your opening remarks to give the 
member a chance to make sugges tion helore 


you make yours. Vheir ideas may be better than 


yours 


Opening The First Meeting 


In the opinion of many who have seriously investi 


gated different types of leadership approaches, the initial 
contact is crucial in its effect upon the later development 
of the discussion group, What the discussion leader first 
does, these investigators say, sets up expectations in the 
group members’ minds {f he start out carrying the 
hall himself. he will find it hard later to pass that ball 
to others in the group. If, however, he makes it plain that 
he is not going to take initial responsibilit but is count 
ing on the members to determine thi group function 
and its destiny, he sets the stage at the outset for the 
members to learn how to become a self-r sponsible group 

Many discussion leaders consider thi ipproach 1o0 
extreme. They call attention to the fact that people are 80 
used to a leader's assuming responsibility for getting the 
group rolling, that they will resent any attempt on hi 
part “to push this off on th group It seems like too 
much of a shock for a group to be told in effect, “Its uy 


to you.” ¢ onsequt ntly, some discussion leaders feel thes 


have to we in the group away from dependence Advan ate 
of this approach claim that the leader can only give 
re sponsibility to the group in slow and measured doses 


depending on the readiness and maturity of the group 


... the tool kit... 
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leaders, then, there 
chools of thought. One advocates that the 
the discussants to take over all 
of the group, the other that the 
gradually transfer this responsibility as the group 
the arguments of both schools of 
Until we know more, each leader 


d discus 


Amor 4 eA perience 
ure these two 


sion 


leader immediately alloy 
aspects of government 
le der j 
becomes more mature 
thought are plausible 


will have to decide for himself which point of view seems 


to fit with his own experience and with his own social 
philosoph 

Ihe yradual approach is probably less scary for 
most leader Those who have tried letting the group 


take full responsibility for itself at the outset caution that 


the leader must expect some strong reactions from some 


roups. Often members react with hostility toward the 
leader probably from the frustration of being thrown 
on their own. Some people, if accustomed to depending 
upon iuthorities, experts leaders, become hostile to any 
leader who is not willing to assume such a role with 
them. ‘Thus, the leader must be secure enough to receive 


uch hostility, 
person by not returning it 


and show real acceptance of the hostile 


Another reaction can le expected when a leader 
places the responsibility for initiating activities on the 
group This is the pause that leaders so dread 
of ilence 
marks the 
to decide how to be pin 
omething like this 

“By 
terest in (whatever topic or problem brought the 


that period 
immediately following whatever opening re- 
to convey that it is 


bor ‘ 


leader uses up to the group 


x imple, a leader might say 
coming hie re we ve all expressed an in 
group to vether). | have been unwilling to make de 
Cisions how we 

ing that this is 
together as a total group 


hould approach this problem, feel. 


something we would want to do 

So this is where we stand 
now, with the job of planning ahead of us.” 

If the group responds with a long pause the leader is put 

his mettle The 

tunned to discover that they have to go to work so soon; 

Sut 


is mentally scurrying for appropriate ideas 


on members are probably somewhat 


each probably wants the others to speak up first. 


everyote 


. ~ )\ x? | -. - { Vg 
\ ‘yy i a ‘ fr. 
\ / hi a \ | 
\\ 4 a ns = 7 J 
/ ae |° I / WE 
‘oe -|| T II I] 


“Would 


someone else like a chance to talk?” 


i ri — canines aha Sis " 


the stage is set for the group to take its first step toward 
maturity and self-responsibility, if the leader is secure 


enough to wait out the pause 


Some leaders will want to offer their ; 


groups sug- 


gestions, alternative plans or procedures. Proponents of 
this approat h, too, are convinced that to be most effective 
the discussion group must eventually be self-directing 
and self-governing. But they believe that at first the leader 
must help the group to accomplish this. 

The es 


hastening member participation, for example: 


for 


sential tools for such leaders are tee hnique 


(1) Role playing some pertinent situation that has 


experiential meaning for the group. 


2) Providing an initial problem for discussion, 
breaking up into small groups to consider differ- 
ent aspects of the problem and reporting conclu 


sions to the total group. 


(3) Asking members to contribute something from 


their own experienc e. 


(4) Suggesting that the group make a census of 

the problems members have brought to the group. 
(5) Suggesting that each member introduce him- 
self. Be careful that this doesn’t turn into a status 
definition procedure! 


(6) Presenting a film, a case study, a provocative 


problem, the “radical proposition” and so on, 


These are only a few of the te hniques that some leaders 


have found useful to them. Undoubtedly there are others 


equally useful. Apain, some leaders, remember, ean be 


comfortable letting the group decide how to begin. 


Setting The Emotional Climate 


Certainly one of the main functions of an effective 
discussion leader is to establish the emotional climate of 
his group. In fact, the behavior of the leader usually has 
more effect upon the group climate than that of any other 
member. It is he who to a great extent determines whether 
the climate will be 


Formal or Informal 
Unfriendly or Friendly 

Cold ol Warm 
Restrictive or Permissive 
Rejecting or Accepting 
Evaluative or Non-evaluative 


While emotional climate is of importance for any 
group it is of particular importance for learning groups. 
This is because the process of human learning is greatly 
affected by the emotional climate of the situation. Con- 
fronted with an idea that is at old 
idea, a person must reorganize all of the attitudes, values 


variance with an 


and concepts that have become intimately related to the 
old idea. To do this he must feel that it is psychologically 
safe for him to express these attitudes, values and con- 
cepts. In other words, he must feel that he will not be 
criticized or ridiculed if he expresses opposition to the 
new idea, if he discusses his doubts or if he defends the 


old idea. Hence the need for an accepting, permissive. 
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non-evaluative emotional climate in the learning situation. 

The discussion leader begins to set the climate of 
the group during the very first meeting of the group. 
Here are some of the ways experienced leaders have 
learned to create a climate that helps learning and re 


education to take place in a discussion group. 
What Can a Leader Do to Set the Climate? 


Dispense with unnecessary formalities, such as: 
Practice of members having to raise hands for 
permission to speak ; 

Stereotyped group procedures such as standing 
to speak or addressing the chair. 

LISTEN attentively to what each group member has 

to say. 

[ry to set aside your own evaluation of ideas offered 

by the members. 

lry to cast aside any private notions as to what the 

group should be discussing, so that you avoid judging 

any comment as irrelevant or off the subject. 

Avoid preaching, teaching or moralizing. 

\void pushing people into participation before they 

feel like it themselves. Convey the idea that it is safe 

for members even to refrain from talking. 


Try to Remember You Are Attempting to Make 
Discussion Possible, Not Lead It. 


Facilitating Communication 


loo often we think of communication as simply 
that which is expressed by someone, Communication, 
however, ré quires that an expression make an impression 
on the listener. We cannot assume always that the mean 
ing of the expression will be identical to the meaning of 
the impression. Consequently, effective communication be 


tween people oceurs only when 
EXPRESSION IMPRESSION 


In other words, real understanding of the meaning of a 
speaker occurs only when the listener's impression is 
exactly what the speaker intended it to be. 

Unfortunately, there is seldom real communica 
tion between members of a beginning discussion group. 
The reasons are many: 


People don't ilway 5 feel free 1o say what they really 


The same word has different meanings for different 
people. 

We sometimes hear only what we want to hear, 
with the result that we distort the meaning intended by 
the speaker. 

Often we are so busy thinking up what we are 
going to say next we don’t even listen to a speaker's words. 
This is especially true if he speaks immediately before 
or after we do. 

No one can completely put himself into another’s 
“world of meaning” because he will never have had the 
same experiences. Though these difficulties make real un 
derstanding hard to achieve much can be done to increase 
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the chances of real communication. It is here that the 
leader can carry on an important function in the group 

First, by setting a non-evaluative, permissive and 
non-critical group climate he can reduce the tendency of 
members to be afraid to say what they really mean. This 
improves the EXPRESSION side of the communication 
process, : 

Second, he can conscientiously make an effort to 
LISTEN attentively to every comment. Soon others ir 
the group will follow suit. They will be thinking, “I 
people’s comments are worthy enough to be listened to 
by the leader, perhaps | should listen.” In a way, he 
will be setting a pattern lor listening, or offering a model 
for understanding 

Third, he can try frequently to restate in his ow: 
word the meaning he vets from a per ons comment 
This is the true TEST of understanding. This is actually 
checking um presston with expression, It will not be easy 
at first. The leader will find it difficult to restate another's 
meaning to that person's satisfaction. But he should give 
the person a chance to indicate whether he has been 
understood 


Try This Experiment To 


Test Your Skill in Listening 


Next time you find yourself in a situation 
whe re you have become involved in a controve rsial 
discussion with another person, stop for a moment 
and make this suggestion. Suggest that both you and 
your “adversary idopt a ground rule to be fol 
lowed throughout the remainder of the discussion 
The rule: Before either can make a point or express 
an opinion of his own, he must first restate aloud 
the previous point or position of the other person 
He must restate in his own words (simply parroting 
words does not prove that one has understood, but 
only that he has heard the words). 

This restatement must be accurate enough to 
satisfy the sy aker before the listener es be 
allowed to spe ak for himself 


What Changes Did You Notice 
In The Quality of the Discussion 
When You Tried This? 


The Leader As a Resource 


One way of describing the discussion leader is as a 


resource person for his group. This term refers to the 
special skills, insights or information he may possess that 
others do not have. Often, however, we overlook the fact 
that the leader is not the only resource person in the 
group—in a very real sense, every member is a potential 
resource person The difficult problem for a leader who 
does have special knowledge is to avoid becoming the 
group's only resource person. Most groups are willing to 
put the leader in this kind of role, neglecting the resources 
possessed by group members. This is particularly true 
in learning situations. Traditionally, we have believed 


that learning situations involve teaching for the teacher 


tool kit... 
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Releasing the Group's Own Resources 


Before roup, 
until the froup defines its proble m and begins to seek 


imposing your resource on. the wait 


pertinent resources 


Convey to the group that your resources are ones they 


rather should use 


Voll Te ills 
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provided ol Course 
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as the members request to use 
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It should not be interpreted that a discussion leader 
kills, nor that 

prepare for his leadership role. On the 
will be most beneficial to the group if the 
member of the that 


can make creative contributions to the topie ol discussion 


need not have any special information or 
he need not 
contrary, it 
leader (or any 


rroup, lor matter ) 


If a leader ha had expe rience with many Proups, he will 
probably be 


group procedures 


a special resource person on matters of 


and methods of increasing 


group 
efhoreney 
the leader 


however as to when 


If he does a lot of plan 


The proble m remains 


gathers his resources 


tool kit... 


ning before the meets, it is obvious that he ca 

plan only on the basis of a diagnosis of th 

goals. In this case, 

diagnosis or the danger of influencing the group (cor 

sciously or unconsciously) to select only those goals for 
| 
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1) If possible, find out from th what 


proble ms they may wish to discuss when they coms 


Irie mibe rs 


together as a group. This will help you to diagnose 
the group's needs for resources, 


Prepare resources in the light of your diagnosis 
of the needs of the group. (Keep in mind that the 
group may be overawed by seeing vou appear with 


reams of material. ) 


Le prepared for the group to decide to discuss 
some problem for which 


not be 


you 


resources would 


appropriate 


The Leader Becomes a Member 


Some people feel that the surest sign of an effective 


discussion group is to have the person who at first was 


perceived as the dis ussion leader become 


just another 
rroup member. The reason they believe this is that they 
onside 


an effective discussion which 


evaluated on thei: 
merits rather than on the basis of the prestige of the con 
Thus when the 


member hij 


group as one in 


the contributions of members are 


tributor. 


discussion leader becomes 


another own contributions can be accepted 
or rejected, just like those of any other member, solely 
on the basis of their merit. Group members feel free 
to say, “That is a good idea,” rather than, “That should 
if the members want to revolt from 


because it is the 


he a vood tor bad 


authority) idea 


lead rs 

If the discussion leader achieves this kind of equal 
ity, he will actually increase the contribution he can make 
to the will evaluate all ideas 
constructively, including his. In addition. they will learn 
to deal with their reactions to authority. At first this may 
seem completely contrary to fact, because we ordinarily 
think that a person can have a more positive effect on a 
yroup if he holds on to his pre stige as the le ider \ real 
be made for this traditional belief. 
We do know that a leader can have more effect on a group 
than any of its members, but what kind of effect? For 
one thing, his contributions are often accepted uncritically 
by members, simply because they feel he must know more 
than they. Now, if his contributions are not all good ones 


and this is a sure bet with most leaders). the total effe: 
tiveness of the 


group because members 


Case can doubting 


group is actually reduced. Second. we 


know that sometimes a leader’s contributions are rejected 
simply bes ause they come trom the leade r. This is a Com 
mon reaction to authority—like the one we see in chil 
their Now. 
if some of the leader’s ideas are good ones, yet they are so 
rejected by the group, then again the net effect will be a 
reduction of the total of the group as it 
seeks to solve problems and reach good solutions. This 
is why a leader actually 
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iseful contribution hen he reduces or removes. the 
prestige differential that invariably exists at the first 
between him and the members of a discussion group. If 
he is suecessful, then he becomes just another productive 
group member, making his contribution whenever his 
knowledge or experience is appropriate and useful to 


the group. 


Listen to get an estimate of how often it is you 
who are suggesting things for the sroup incom 
partson with others. 
Listen to see if it is you alone who is keeping 
the discussion “on the subject” rather than 
others in the group. 
Discounting the times you simply restate o1 
reflect exactly statements made by members, do 
you talk more than a proportionate amount of 
time in the group 
Do you sound like a teacher, a lecturer, an 
expert? Or is your voice pretty much the same 
as it would be at an informal social gathering 
») Listen to a member's statement, then shut the 
recorder off and try to write down an accurate 
restatement of the point he was making. Do this 
enough times to get the feel of how difheult it 


is to undersiand others accurately 


The Use of Observations During the Meeting 


Having someone in the group who is devoting his 
attention to the process of discussion can be a_ real 
aid to the leadet brequently leaders sugyest that their 
rroups select an observer who reports back to the grouy 
about its procedure at the end of the meeting. It is par 

a : ticularly helpful if there is someone in the roup who i 

— +s ial — oe eee sufficiently intimate with the leader to be frank and open 
in evaluating his role. Ordinarily a person who does not 
know the discussion leader will not feel free to speak his 
mind 

AID FOR IMPROVING SKILLS OF LEADERSHIP Some leaders have found it helpful to ask anothe1 

The Tape Recorder discussion leader, or simply a close friend, to sit in as 

| \ tape recorder is an aid to improving one’s skills of eee ic. be wad tay - oe ee: ° 

leadership. As so many group leaders have said, “You : 

| don’t really know what you do as a discussion leader Others have asked the group to take s few minutes 

until you actually record a meeting and listen to yourself it the end of the meeting to give their observations about 
shteennde the meeting. From such a diseussion a leader can learn 
Here are some things that can be done with a tape much about the impect of his role on the group 
5 wren The leader may ask each member to fill out anony 
} mously a brief end-of-meeting reaction sheet on which 


(1) Ask your discussion group if you may record 
one of the meetings so that you can improve 
your own leadership skills. 

2) Listen to the recording yourself, at first. to see 
what you can learn just by listening to your own 
comments in the group 

(3) Ask other discussion leaders to listen to the 
recording with you. Invite their comments and 
criticisms. You may not agree with them, but 
you'll find the discussion will start you thinking 

(4) You might find the following suggestions useful 


in evaluating your leadership role: 


have been printed such questions a 


How did you feel about the discussion 7 

What were its weaknesses? Its strengths? 

Did you get any new ideas or understandin 

Did you feel people tried to understand each othet 
Did you feel understood ? 

How would you rate your learning 7? 


Learned a lot 
Learned a little 


Learned almost nothing 


/ ‘ | What were our reactions to the discussion leader 
Listen particularly for your immediate responses 
to statements of others. How often do vou Did he facilitate or block discussion? How ? 

Disagree with them? ’ 

Evaluate the worth of their ideas (either posi Signs and Symptoms of Effective Group Discussion 
tively or negatively) 7 \ leader can de velop a great amount of sensitivit 
\dd something to what they have said? to certain signs and symptoms that indicate how skill 

Use the phrases You should . You fully he is carrying out his function of discussion facili 
. ought “You need... .”, “You must tator. Some of these sigr ind symptoms are sugges ted 
“Why don't you ’ and so on? in the foll i ection 
D 
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HOW AM I DOING? 
Checklist of Favorable Symptoms 


dress me no more formally than others 


i roup 
Vie rs frequently expre real feelings 
Group start itself at beginning of each meetiz 
rmiet ‘ ihers openly disagree itm me 
Members addre their remarks to each other rather 


than to Irie 


(yr up ha 


time limit ha 


{ soup make 


tendency to 
be en passe d 


decisions 


is the final judge 


Members 
Member 


| 


Members do not count on me 


, 9 
sevrth the mi be rs 


right ideas 


f roup 


seem to know w 


ik up withou 


originate v 


Different individuals fre 


thinking, discussion and | 


remain alter the 


without depending on me 


hat goals they seek 

t asking for my permission 
alone to handle “prob 
vith many members of the 


quently lead the group's 


yroce dure 


Vembers seer to listen to each other without inter 


rapt brege 


(Conflicts and 
people try to under 


vith them 


di agreeing 


Members often accept insi 


other members 


There is an 


Meml ers di iW 


ibsence of hos 


out and ql 


wits frequently arise, but 


tand the nature of these and deal 


‘hts and information from 


tility toward me 


ch other to better 


estion ¢ 


understand their contributions 


THOMAS GORDON 


Counseling 


{ei 


Counselor, 
Center, 


University of Chicago. 


as " 


Be sure to read “A Way of Thinking About 


Learning” (page 8) before you read this article. 


What are some of the factors influencing the success 
or failure of a group using discussion to increase its 
understanding of a book, pamphlet, or article which the 
members have read? 

In the hope that analysis of an actual discussion 
would bring out some of these factors more sharply than 
an article, the Issue Committee recorded its own discus 


\ Way of Think- 


ing about Learning.” which begins on page 8 of this 


sion of Nathaniel Cantor’s provocative “ 


issue, 

To add to the interest, 
of the discussion. the Committee decided to become a 
and to 
ssign its members the roles of discussion leaders from 


and perhaps to the realism, 


self-training group in a local community setting 
a variety of different organizations. 

So imagine, as you read the trans ript of this dis- 
cussion, that you are overhearing a study meeting of the 
Committee for Self-Training in Discussion Leadership 
of the Sanchester Adult Education Council. The purpose 
of this meeting is for members to get a better under 
standing of how adults learn through discussion. At a 
previous meeting one of the members called the group’s 
attention to Mr, ¢ ested that each 
person read it and come to the next meeting prepared 
agreed to read 
They planned further to discuss it from two 


‘antor’s article and 


to discuss it. The members of the group 
the article. 
points of view: (1) from the point of view of the mean- 
ing and truth of Cantor’s ideas about learning, and 
from the point of view of the usefulness his ideas for 
their own work as discussion leaders. 


Around a table in the Sanchester Library are 


ten, from an industrial safety program 
Ruth, from a parent-teac hers association 
Jack, unafhiliated 

Phil, from a church adult study pros ram 
Bob, from the adult division of the San- 


chester Public Schools 
Helen, from a labor education program 
Joe, from the Sanchester Evening College 


Joe is the v 


for this evening 


roup's di CuUussion Ie ader 


Here’s a word of caution about this and similar 
role played episode _ In seeing or reading them. people 
who happen to be identified with any of the organizations 
or interests “represented” by the role-players often feel 
that their organization or interest is being misrepre- 
sented. 


pre tation of what a person with the background assigned 


A role player is actually giving his personal inter 


to his role might do in the situation being portrayed 


Anv misre presentation, therefore, should be attributed te 


adult leadership 
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AGE STUDY 
ALYols 


the limitations of the role player or to the inadequac y of 
This kind of 


misrepresentation does not lessen the value of this role- 


his briefing for his role, not to his malice. 
played discussion as analytical material for discovering 
what makes discussions of this kind good or poor, 

The editorial comments interspe rsed in the discus- 
sion are those of two observers who were present when 
Cantor’s article was talked about. Comments preceded 
by & were prepared by a member of the Issue Committee. 
He observed with the question in mind, What do the 
leader and other members do to further or hinder com 


7 


munication and mutual understanding in the 


group 
Comments preceded by ¥ were prepared by a staff mem- 
ber of ADULT LEADERSHIP. The question which con 
cerned him mainly was, What do the leader and the other 
members do to further or hinder the group in defining 
and carrying out its task? 

You may find this plan useful in studying the arti- 
cle: First, keeping the 


read the discussion without reading the comments. Then 


commentators questions in mind, 


reread the whole piece, in luding the comments, and com 


pare your reactions with those of the two commentators 


Joe: Are we all here? 
Bos: Yes, I think we are 
Jor: Im unhappy about those two ¢ mpty chairs. 


and Harry here. Does 


[here seem to be three peop 


now. 
Margie 
want to 


le on this ide 


aren't somebods 
move 
@ Although the leader i« 


probably genuinely con- 


march, 1953 


oie 


arrangements, the effect of 
his comment is likely to reinforce the perception of 


cerned about the seating 
him as “the one in charge here.” It is interesting that 
the members resist carrying out his suggestion, and 
it is probably wise of him to accept this fact rather 
than try to push it further, 


. 
te Tyr: 
LO FH: 


I think we can see each other. 
Jor: OK. Did everybody read the article?7@ 


@ This question seems unfortunate for several rea- 
sons. First, it puts the leader in a kind of “teacher” 
role, asking the “pupils” if they their 
homework, If the leader really wants to become just 


have dome 


“another member of the group,” he defeats his pur- 


pose by taking on thi< special responsibility for 


checking up on the « sup members. Seeond, his 


question puts Helen on the spot, forcing her to make 


a kind of apology to the group. 

Hercen: I have that | haven't. I've 
all week mailed to 
the city. 


to conte 
and the 


he en away 


piece wa rie here if} 


What IS Normal Human Nature? 

Jor: Well maybe we can fill you in as we go along. The 
thing that bothers me—and I don’t know how you 
feel about it—is what does Mr. ¢ 
mal in human behavior7@¥V 
@ Were the leader is att mpting to start discussion by 


raising an issue that bothers him. lt might have been 
more effective had he allowed one of the group mem. 


ntor iy is nor 


bers to start the discussion. By leading off himself 


the leader runs the risk of conve ying that he knows 
best what issues should be discussed. Furthermore. by 
stating his own position at the first, the leader may 


discourage participation on the 


part ot those whe 


take a different position 


2! 
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VY Like any discussion, this one should be evaluated 
in the light of its purposes. The group agreed at their 
last meeting that they wanted to explore the mean- 
ing and truth of Cantor's ideas and the usefulness 
of these ideas for their own work as discussion lead- 
ers. It might have been better, then, if Joe had helped 
the group to recall the purposes of the discussion. 
Instead, he 
about the article. 


plunges in with a question of his own 


It seems painted adults as 

full of conflict, guilt, aggression, hos 

tility, afraid to be themselves, and so o1 Did ar 

me else get that feeling ? 

Perfect monsters ith their children 

I saw two pictures though, and I don't know 

he thought was normal One 
of themselves 


and be free with each other, and another 


pre tty 


orry people, 


hich 


where people ite 
? 


and able to speak up for then 
where they are ery much hemmed in by fears and 
repressions of different kinds. I dont know. Joe 
just which és the 
Have you a feeling that he is saying that people 
on rroups 7 


normal? ‘There are two pictures 


are norm al only itt dise lis 


@ After Bob had somewhat disagreed with the lead- 
er's position, it might have been better for the leader 
to demonstrate his understanding of Bob's interpre- 
tributions 


tation and thus show his acce plance of co 
that differ from his own. Instead he distorts Bob's 
comment, probably because he has his own position 
to defend. The effect of this is to make Bob turn the 
discussion back to the leader rather than to ene ourage 


him to elaborate his point of view. 


Would you translate 
I think he mean the w 
what bothered me hie 


the way thin are isn’t normal 


normal by “free 
iv they ought to be That's 
i notion that 
is sick, 
is the discussion group. Now that 
doctors of 
of that; but I won 
would like to have 
ought to be 


ind he sees the discussion 


eems to have 
Lvervbody 
and the big cure 
ort of diagnosis makes us the 
Yes, | think there 1 
der if it isn’t partly that he 
people be more the way he thinks thes 


ocrety 


omething 


in all their relationship 
group as on iv of helping them to become that 
i) I'm not sure he is saying the only wi 

I don't think he 
ind psychiatrists and ill the other 
problem Isn't 


discussion 


eu booth roup \ ould do away 
with counselor 
people who are working on the sam 
he just focusing here “roUups OI 


ith discussion can help make people 
more like he thinks they are « ipable of becoming? ¥ 


experioner 


VY Compare Bob's contriimtion with Joe's, immedi 
ately preceding it. Joe attempts to ridicule the article. 
Bob, possibly having the group's purpose in mind, 
Note that throughout the 


discussion Bob tries to get the group to try to under- 


attempts to understand it. 


stand Cantor, while Joe seems mainly concerned with 


getting the group to reject Cantor 


Hy pul i terrific blast thy 
Jack? @Y 


B This seems to be a deliberate attempt to bring Jack 
discussion. The visk here is that Jack is 
brought in on the leader's terms rather than being 
that is, 


he feels like making a contribution of his own. 


allowed to come in on his own terms when 


Jor 


Bon: 


Pou 


Rurtu: 


V Joe does not follow Bob's lead. He disrupts the 
attempt to understand the author by throwing in an 
unrelated question. 


Yes, he that there 
are overtones in this article of certain things that 


does. In fact, it seems to me 


I’m not sure | would approve of. 
Do you think they are morally wrong? &VY 


@ jack hasn't actually 
morality. 
Jack, but rather is using his response to Jack as a 
kind of vehicle for a contribution of his own. 


brought in the question of 
The leader is not completely understanding 


VY Joe again misses a chance to turn the discussion 
toward an understanding of the author and encour- 
ages the making of value judgments before there has 
heen any exploration of the meaning of the text.- 


Well, he 


or something. He wants us not to 


seems to think that morality is outdated 
make moral 
judgments; he wants us not to be competitive ; he 
eems to think that there’s something wrong with 
putting fear into people. Maybe kids need to have 
a little fear of God put into them. 

Phil, how do the church groups feel? Or, 


how do you think they would feel? @Y 


rather, 


@ Although this invitation to Phil is well-intentioned, 
it also might convey to Jack that the leader did net 
understand his contribution or perhaps did not con- 
sider it important enough to respond to it. 
Jack’s comment is ignored. 

VY Probably to draw others into the discussion, Joe, 
both here and later on, asks members to react to the 
article from the standpoint of the situations in which 
they lead discussions. Would it have been better to 
have helped the group to work out a common under- 
standing of Cantor's meaning first? Now each mem- 
ber is forced to react only in terms of his private, 
unshared interpretation of the author. 


Well, one-half of my church I think. would 


be extremely excited about his point of view, be 


Instead 


Sroup 
cause he shows a very Christian attitude. Here we 
are as leaders attempting to promote the dignity 
and individuality of man. 

And the brotherhood, too. 

Yes, and I think half of my people would be very 
happy with the emphasis he gives, namely that a 
certain kind of leader promotes the Christian ideal. 
Well, this competitive business has never shown 
up in any groups that J deal with. 
not unkind to each other or to me. 


The people ar 
\s a matter of 
fact, they pretty much just sit there and wait, and 
with what I say. 


doesn't seem to come out. 


usually auree 
thing 


This competitive 


In the church study groups that I lead it isn’t fear 
that you ll be smacked down. It’s just the fear that 
“Well, I don’t know enough about what the Bibl 
means,” or, “I havent given too much study to 
this.” If the Bible is being explained and we have 
a passage that we're going to study, it isn’t that 
afraid of being smacked down. Cer 
tainly | doen't think the people think I’m going to 


Rather, it’s a ge 


people are 


smack them down neralized failure 


to understand the implications of what the para 


graph means. The members feel like having some 
one explain it first. and then they might like to 
make some comments. I don’t have the sense of 


competition or domination 


adult leadership 
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Cantor’s 


would say that according to your verien 


talks much 
authority? @ 
@ This response, because it does not link with any 


thing Phil said. has the effect of changing the subject 
abruptly. 


View Was when he 


about our to accept 


Phil's idea gets lost and Helen brings in a 
brand new idea. It might have been more helpful to 
the group for the leader to say something like this: 
“Phil, that 
members do have fears, but it is a different kind of 
fear than the kind others have been mentioning.” 


your experience has shown you group 
- 


about that too. when Ruth said 
in the groups she led were polite and 


| was wondering 
that people 
that she didn't see this competitiveness. It seems 
to me that sometimes their very politeness might 
leader on the 
making you uncomfortable. 


dont think 


think mavbe the are 


he a form of putting the waiting 


spot 

for you 
Well. | 

But | do 


authorit role 


to do that. 
putting me in the 
perhaps, but the 
speaker or whoever sets the discussion top 

That cor petition ts 
“the overall 


thes ire trving 


that is. not me 


only half of it Cantor 


an adult 


saVvs 
result is who either fears to 


discover and ‘ Xpress his enuine selfhood ol who 
insists upon dominating others to gain reassurance 
that he is not as insecure as he dimly perceives him 


self to be. 


view I> 


Cantor's 
guilt 


So that this competition mn 
expression of this 
Jack as a general 
nature. Now Ben is in the industrial 
situation all the and | 


that vou can deseribe 


another and 


bothered 


just 
that 


about hum it} 


anxiety statement 


time. wonder if he would 


agree humanity as being con 


tained in this range either a man who is simply 
afraid to discover and « xpress himself or who is so 
afraid to discover and express himself that he in 


sists upon dominating others. Does that embrace 


? 


humanity 


Well, we're 
really think 

Why 
I would say that 


all friends here and | can say what | 


Is that right? 
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if | didn t 
industrial 
knowl 


Because 


on reading this article, 
that Mr. Cantor had dealt with 
groups 1 would said he hadn't any 
edge at all of business 
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know 
have 
and industry 


competitt 7 ahead are the very essence 


of. 


Freedom or Direction? 
Jack: That is 
ridicules this idea of who is 
Now what is the m 
with giving orders once in 
Heien: Isn't he 
that way? 
isnt 


trying to say, Ben. He 
to be boss 

with that? What's wron 

i while? 

that it doesn’t have 

That may be the way it is, but 
desirable. 

Ben: But don’t you have to give orders in 

That is to say. doesn’t the 

exercise a certain amount of authority? 
But, Ben, 


le arning 


just what I was 
rome 


itter 


to he 
that it 


trving to say 


necessarily 
a discussion 


group ¢ leader have to 


PHIL: always come back to the problem of 
that’s alter. 
Do people learn under the boss-man kind of rule? 
That’s the question you don't want to forget. He’ 
not saying there’s no place for 


remember what Cantor is 


a hoss in a busines 
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this terrible situation, it seems to me that we have 
be psychiatrists or psychologists, that all of a 
sudden this is a separate career, and Helen won't 
have time to run around and organize people, and 
Phil won't have any e to try to get people to 
he Bible. And, Ben, what happe ns to your 
meanwhile ? we profitably use this 
approach on our concrete problems? s 


@ The leader, by becoming so involved in trying to 
get his point of view across, misses an opportunity to 
carry out a function that will help the group to 
clarify and erystallize the contributions of the par- 
ticipants, Comments are coming so fast and furious 
that nobody seems to be listening to anybody else. 
It is here that a leader can facilitate discussion by 
demonstrating that each and every contribution is 
worth attending to. Rather than add another idea to 
the already bulging pot, Joe might have said some- 
thing like this: “I would like to make sure I under- 
stand everything that is being said here. Am I right 
in thinking that Bob feels Cantor is proposing an 
ideal learning situation but that Ben thinks this 
sounds too much like a type of control? Similarly, 
Helen fears Cantor's ideas leave out the students’ 
choices, is that right?” 


In our industry we have used the discussion method 
and find it very profitable and there seems to be an 
Increasing use of it in training foreme n and other 
employees. We find it very effective. But | don’t 
think it’s the kind of thing he’s talking about. | 
mean, if you want to train them, you have to keep 
this thing under control—you just can’t let it ran 
wild. You've got to have it carefully planned and 
you have to know what it is you want these men 
to learn and you've got to get them in the situation 
o that they will learn it, and the discussion method 
is very good for this 
One of the things in here that struck me as inter 
esting is that the way I’ve always used the term 
umn” doesn’t seem to be the way he is using it. 
stance, I’ve often thought of learning as read- 
ing and knowing what was in the book or the page 
when I got through. Now it seems to me that he’s 
talking about something quite diflerent—-a way of 
learning, a quality of it, that does something to 
the person other than just to give him some more 
information. It seems to me this might be fruitful 
because in groups like ours where parents get 
together and talk about home and family living, 
facts in their heads or statistics or theories aren’t 
going to do them any good unless they learn them 
in a different kind of way. and I think that’s what 
he’s trying to get at here. ¥ 


VY Ruth expresses the belief that Cantor's article has 
extended and deepened her idea of what learning is. 
Joe, however, actively resists the learning process 
(which here involves the understanding of a broader 
definition of learning) by complaining over and over 
that Cantor doesn’t use the term “learning” the way 
he uses it. 


At one point this fellow says, “Knowledge is cer 
tainly important,” as if it really weren't important. 
and at another point he says that genuine learning 


ends in muscle or gland. As vou say. Ruth. the 


whole notion seems to be that he’s not talking about 


learning concrete facts, but about a sort of human 
relations. @ 


@ it is hard to understand what Joe is trying to 
accomplish by directing his ideas to particular people 
(Ruth in this passage). If he is trying to encourage 
their participation, he might do better to concentrate 
on providing the group a calmer, more accepting, 
and more understanding atmosphere. For in such an 
atmosphere people don’t have to be prodded to par- 
ticipate. As it is, the group atmosphere is predomi- 
nantly competitive, and the members are responding 
primarily to their own inner tensions rather than to 
what others are saying. 


I don’t think we'll ever understand Cantor until 
try to see that he is really condemning much that 


lern society. We may not agree with 


him, but I think we'll have to face that. I think 
he would say that much of our public school train- 
ing, much of our industrial training, is trying not 


goes on in mo¢ 


to make individuals out of the people we're edu- 
cating, but to fit them in like soulless cogs in 
machines. Personally, I think that is just what a 
lot of our training and our education does do. 
Now, he doesn’t want that: he wants people who 
can stand up and think for themselves—not people 
without conflicts, but people who can face their 
conflicts and eventually see themselves honestly. 


What he wants is some kind of socialistic or com- 
munistic society, VY 


@ it is just this kind of emotionally-toned comment 
that requires clarification and acceptance. The leader 
missed an opportunity to help Jack and the group 
understand the implications of his comment. Joe 
might have said, “Jack, you saw in Cantor something 
that you consider dangerous-—perhaps a philosophy 
that you oppose strongly, is that what you're saying?’ 
VY Jack is an inveterate labeler. By giving a “bad 
name” to Cantor’s ideas he avoids the trouble of 
examining them. Note that Bob, immediately after, 
shows that the labeling game can be played for a 
quite different purpose. 


Well, let’s not label it. Phil here called it the 


Christian ideal, and Cantor would say that it is also 


in the Jewish ideal of people who can stand up to 


authority. 

(The discussion goes on to explore the meaning of 
Cantor’s thesis for industrial training, emphasizing 
the importance of free discussion in the effective 
learning of skills and in creating an atmosphere 
in which employees feel free to be inventive and 
experimental. Bob makes the point that a person’s 
growth depends upon the use he himself can make 
of his experiences. Ben doubts that all this means 
much for skill training. Jack argues that unless 
the leader is in firm control the group won’t learn 
what he wants them to learn. Then the discussion 
shifts to whether industrial training programs 
should take account of the personal problems and 
emotional needs of trainees. Jack says that such 
needs should not be considered. Ruth argues that. 
as a matter of fact, industrial training does con- 
sider them, that industrialists care about people no 
less than educators do.) 
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Jor: Let’s assume that everybody likes people. Let's 
assume that. 

Ruta: But Jack was... . 

Joe: All right, I think that Jack would assume for the 
purpose of this discussion that everybody likes 
people. 

Bos: Yes, but what kind of people do they like? That is, 
do they want nice, tame people, or do they want 
people who dare to be themselves? 

Joe: We can assume either. 

Heten: No we can’t. Everybody likes people only in 
the sense that everybody thinks that he wants to 
do them some good. But some people think that 
means that if somebody is going to do something 
they think is bad they hit him on the head to keep 
him from doing it. And other people think that 
doing good means letting people decide themselves 
what they want to do. 


Telling and Discussing 


Puit: Yes, but this discussion is going in a very funny 
way—TI want to get back to Cantor. 

3EN: Have we been away from him? 

Put: Well, yes, a long time ago I said that in my church 
group half of us see this side of it—the Christian 
dignity; but I want to make a strong objection and, 
alas, find myself in Ben’s and Jack’s camp a little 
bit. Cantor says: “The teacher attempts to transmit 
knowledge by talking, by asking his questions, or 
having the students answer the problems in the text. 
Learning, however, cannot take place unless and 
until the student translates and incorpordtes the 
knowledge.” I think Cantor forgets that there are 
different kinds of teacher-telling. Now, I know a 
minister who can stand up and talk, and he tells 
what he has in mind in a gentle, sort of non dog 
matic way. Frequently, when people listen to him, 
they do incorporate what he says, they do take 
away something. What Cantor seems to be saying is 
that all lecture efforts fail. And sometimes in a 
training group, the manner of the speaker can be 
such that students do learn and they do take it home 
and incorporate it and try it out and think about 
it themselves. So I don’t like Cantor’s putting on 
two sides telling and discussing, because it seems 
to me there are some occasions when telling needn't 
evoke dissatisfaction and resistance 
What I want to know is what do you do with people 
who want to be told? ¥ 


V Ben has a question that seems to have been trig- 
gered off by what Phil has just been saying. But 
does Joe let the group deal with it? Note his response. 


Well, Ben, let me put it in a more concrete way 
for our problem. And that is, do you destroy the 
discussion if you keep insisting that the group talk 
about what it was supposed to talk about? Or do 
you let them run away? Is Cantor saying it is a 
bad group if you hold the discussion in the area 
that you are supposed to be talking about? All of 
us are de iling with groups whe re we have fac ilitic 4 
provided by some agency or institution or school 


or plant or civic association: and that’s because 
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that agency or institution is interested in talking 
about something. Now, as I get Cantor, he is say- 
ing that this is terrible and no learning takes place 
unless the people have freedom to talk about any- 
thing they want to. & 


@ The leader is responding much more to Mr. Cantor 
than to the discussant, as for example his frequent 
use of “, .. as I get Cantor,” “Is Cantor saying . . .,” 
and so on. It might be more helpful to the group for 
the leader to focus his attention on the meaning of 


. 


. , 
the discussants’ comments. 


I want to say something here. I feel troubled 
about all this business that he is talking about, and 
| think this free thinking and freedom and spon 
taneousness—that’s all very fine and good, and 
probably in colleges we ought to give the kids a 
chance to be radical once in a while; but when 
these kids get out into the world, they've got to 
face up to the responsibilities of this world we live 
in. You just can’t be completely free and unre 
strained. You’ve got to learn how to adjust to the 
morality of your society. 

HeLten: And vet the peopl that seem to be most delin 
quent as adults are the people who seem to have 
come from the schools where they have been trained 
in the most authoritarian manner 

Oh, | question that-—I question that 
I'd like to come back to that. I think I can tie it 
in. But, Phil, I really don’t think Cantor means 
that there aren’t ways, including talking or reading, 
to get content into a discussion. I don’t think he 
would object to having this minister tell and inter 
pret, take a point of view on some mattet But | 
would like to ask you a question. How sure are 
vou that everybody in the congregation has had 
a chance to build those meanings into himself, to 
tie them up with things he already knows and 
thinks and believes? Let’s suppose this is a_ fine 
minister. Would you have better learning if, after 
the minister had talked, there were a chance for 
a free discussion so people could actually build 
those meanings into their own way of thinking and 
test them by what their experience has been? | 
don’t think Cantor is against talking. But | wonder 
if the learning proce is complete, or are you sure 
ts complete, unt | people have a chance to discus 
what they’ve heard? 

Ben: Then you're using discu 1 as ; tit 

Bos: Yes 

Ruru And a way of learnu too 


What About Our Discussion? 

Pui Now | want to defend Jack Is Jack sure that we 
have understood him? Is Jack reasonably sure that 
when we leave this room we've caught his objections 
to Cantor? Are we sure we know what Jack wants? 
Isn’t the discussion group sometimes merely an 
opportunity—this is the thing I find in our Bible 
discussions—to talk about what I started to talk 
about when I came in, and if you leay the door 
open | keep t ilking about that ov 
I would like to find if we 
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> Discussion cannot exist in a vacuum, 


The Importance ec r 


how it is said, offers some pointers on 


how to use discussion as a passport to 


of Ideas ped prin | 


Vi ( H i tht issue is devoted to the inter persot il 
— dynamir that go toward producing 00d dis 
cussion. Thi 1 question of the process of emotional 
interplay unong the member of the group Peopl 


interact. Ube wt among and upot each other and. a 
cordingly, each acts upon himself, too. This interaction 


produces changes that are called insights and unde 
tanding 

Some of these insights and understandings have to 
do with the most ordinary (and therefor it is sore 


tire argued, the most important) business of life 
getting on with people learning better ways of workin 


ind pla ng thinking and sharing plan iing and doing. 
But emphasis upon the how of the discussion proces 
may eem to miss another range of important nsights 
ind understandin of central importance to the learn 
ing group These have to d with what is talked about 
Reflect for a moment: what are the two most com 
mon criticisms that you make and that vou hear about 
discussion Treat “discussion” either way. as meanir 


unplanned informal but continuous conversation. or as 
meanin the more formal tructured situation where 
people come together for th purpose ol talking together 
on a subject. Usually criticisms are directed at what was 
said: either that the talk indered around ind awa 
from) the point, or if some focus was maintained that 
nothin ery interestin wa iid 


lhese criticisms are common. If thev are conti uall 


justified, the roup where this has happened may well 
disintegrate fo meet these criticisms roups tt to de 
termine an area of discussion, try to define that area 
ind perhaps extend if horizon ith some tool Thi 
tool may be 1 book or a motion procture or a owe 


recording, or a report written out of a number of books 
or a lecture by someone with pecial knowled 

The idea ind the hope ) is that the discussion will 
be about the ubjeet matter of this aid to information 
ind thought The basic theory is that people vithout 
prolesstat il es mpetence ina ubject can he Ip each other 
understand that subject if they come together to shar 


their vies on that subjeet in a fairk disciplined wi 

\s every discussion leader kno this may produce 
roles failure The failures are the reason why 
discussior roup ine ometimes laughed at perhaps is 
‘a pe | rf noranes perhaps is “mood engineering.” 
perhaps as a holier-than-thou sort of snobbish trafhickin 
nm ¢ ! nplace lea cliel 1th ht. t hiel ire 
I reat tain 

Most reader f thi will t be bothered 
by that kind of eritici " | roup liseussion. hecause 
they will hav hared in the talk of a successful ! iy) 
But all discussion leaders are bothered by the failures 
that provoke th t of tei 1} is so beeau 
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experienced leaders know that there is no single formula 


for success. There cannot be a formula because mankind 
has not found right answers to the great perplexing 
questions that adults talk about in discussion groups. And 
if one does not know where one is going. or where he 
ought to go, how can one have a fool-proof prescription 
for the best way of getting there? 

The leader has a greater moral obligation to find 
the best way than any other member of the group. But 
most leaders want neither to do social the rapy every time 
i dozen or twenty people come together, nor to pose as 
experts on the scores of questions that occupy study 
groups. What can they do to protect themselves against 
the accusation that they let their comrades down, that 
they did not keep the discussion where it was supposed 
to be (“on the book,” “on the film.” “on the que stion” ) 
ind that when they did so, the talk was not good. it 


did not penetrate, it did not mean anything 


The first answer is obvious: the leader can think 
thout this problem as an action-problem. The social 
sciences are based on a single great idea: behavior is 
caused, If the leader will think of the behavior of his 
diseussants as influenced by what he does, he has a 
fulerum on which he can use the lever of his own 
conduct. That is the theory on which this whole issue 
of this magazine is based. Hs he wants a change in his 


group, he had better change his behavior. 


Second, the leader can think of his action problem 
is having many possible solutions. He ean. for exampl 
rid himself of the idea that he knows the idea-limits of 
the people in his group, that the discussion “must” be 
pitched on such-and-such a level. Wardens do not know 
their prisoners that well, nor psychiatrists their client 
nor priests their parishioners. As for ways of proceeding 
there is no sensible reason to dismiss the idea of buzz 

roups, or another co-leader (or, if vou have one, moving 
him from beside you. as in Great Books groups. to the 
other end of the table. as in World Politics sessions) 
or rol playing to get points of view more crisply stated 

wv any other device, until the leader has tried it. These 
techniques help other groups: and the ma help ours. 


Third, the leader should consider the total proble mr 


There are many formulations of what makes for success 
in this task of leading discussion. If the leader will 
understand that no “gimmick” can be the answer, he can 


et much he Ip from these aids to his own thought. This 
issue of this magazine is one. The books cited are another 
He can make up his own list of what is essential. Cyril 
. Houle. after much research. decided on eleven esset 
tials. and states them in the Enevelopedia Britannica 
film on “‘How to Lead a Discussion.”* These eleven ma 


cl iller ; i leader to make his owt list 
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u have read this far, and agree 


but feel impatient, You face a concrete problem: How 


do I get the roup to stay on the subject, to stay on the 
reading, to talk about what we came to talk about? 
There is a simple, and taxing, answer: believe in 
the importance of what you are doing. 

If you are not interested in the ideas. if you think, 
for example. that the process of interplay and emotional 
exploratign is the important thing that can happen, you 
should blame no one else if the talk never gets off the 
ground. The ground is what you start with. There is a 
wider, freer, perhaps purer air. There is the world of 
ideas, 

And if vou ar simple (and don’t worry if you are 
called “simple minded” about it), if you are simple in 
your interest in a problem of the mind, if you believe 
in the possibility of the discussion of ideas as a way to 
truth. if you think that the other men and women in 
your group have something to tell you (and not a super 
human organism named “the roup’ ) there is no reason 
why you cannot listen. 

If you are really humble about the possibility of 
learning from the people who are talking, and if you 
listen to them. you may find it easier to find a useful rol 

Make the favorable assumption. 

You assume, as a matter of course. that your author 
makes sense. You would not allow any glib refutation 
of books that have been read for centuries or that have 
been produced by the opinion rnakers of your own times. 
How do you do this? One usual way is to ask what Plato 
or Paul or Marx or Willkie (or whoever your book 
source is) would have said to the objection posed in the 
vroup. Another is simply to observe that the passage 
seems nonsense in the way it is being read, and ask 
the group to find the way of reading it that turns it 
into sense, 

You can make the same kind of assumptions about 
your discussants: that they are intelligible and self 
consistent, 

If the idea stated by a discussant is too murky. o1 
sounds too trite. you might restate it at a higher level 
of generality, in the most favorable terms for elarit 
If the idea seems so general as to lose impact, you can 
suggest a particular application of it. And if the idea 
conflicts with an earlier statement by the discussant 
you might say in so m y words that you know the tw 
declarations are part of a consistent position, and ash 
for help in seeing the re lationship. If you do this honest! 
ind not as a piece of cleverness, if you really struggle t 
understand, you may learn again how hard it is to pens 
trate into the comple xities of another man’s thought. You 
ilso may help the group impose the best kind of self 
discipline upon itself They may come to see that the 
will not have to endure reproach if thev take both sides 
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yes-and-no question, but that they ought to do 
much harder, which is to search in their own 
the reason why they can take both sides. 
in make the same orable assumption ibout 
the leader state self-evident truth that 
an never establish facts. perhaps he can help 
ret past the blockade ! at 7 t over data 
evidence that the kre or. more 
likely ly thinks he knows) ’ is then 
advanced as fact. the leader can accept it as a fact fon 
the time being. Let the discussion reveal the weakness of 
the evidence, if it is weak 
The general objective in this kind of 
usually fairly simple it is sin ply to widen the are 
what, in the realm of ideas, it is possible to think and 
to say. Many of us are really afraid of ourselves, of 
what we might think, of what we might say 
It is therefore the leader's business to make plain 
that, although he believes all book-authority to be re 
spectable, he also considers that no book-authority is 
proved in advance to be wise or informed The degree 
f wisdem-and of information is to be assessed by the 
eroup, after reflection and sharing opinion 
Similarly, you ought to try to protect your dis 
cussion group against the indeceney of allowing flight 
from ideas into personalities Otherwise, there is no free 
area of talk. In our culture, the most frequent weapons 
you will he al mployed are psychoanalytic econonle and 
religious. | xamples: *That’s a Freudian lip “That's the 
argument of a white-collar worker “LT wouldn't expect 
i Catholic to understand.” What to do Many devices 
ill oceur to vou. but the important thing is to preserve 
our own dignity by re pecting the per onality of the 
discussant with whom you are defining the rules of 
the game. He wants what vou want: ; assport to the 
orld of idees 
How will vou judge what you have done and failed 
ao It is hard. but certainly you should not expect 
results” from your discussion group in any immediate 
or visible sense. The “result for a discussant may be 
holly private and secret: a calmer mind in some moment 
of decision or crisis, a better pirtt in success of failure 
response to an ae thetic experience, a kinder 
a fellow-creature 
That is the marvel and the j of discussion with 
ir peers. And adults in your own discussion group and 
in your society become your peers by your simpli decision 
that the are in fact such. You may have enthusiasm and 
ry perhaps even some little learning in a pecialty 
f some kind, to put at their di po il. The bring you 
dozens of vears of rich life experience illuminated by 
the wisdom that has prese rved them through many trials 
and you, if you are genuinely humble. if you have good 
manners. if you really belies in the over-archin mm 
vortance of the idea free inquir rT earcl 
of general truth, « F more thar ou ever 
teach. or should eve \ » And. learnis 
ember hip in the group and beg 
think. It is in this « perience that 
mirror-shepherd-Devil 
vou characterize your own char 
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talking 


re not 


a research report 


> Statistically speaking, a discussion group always 
generates more silence than conversation, for when 
any one member speaks, the seven, ten, or twenty 
others are usually still. Consequently, if we want 
to know how much real learning and communica- 
tion takes place in a discussion group, we ought to 


know what goes on in the minds of other members 


i GH the discussion situation may physi ally 
A imprison an individual, in his thoughts he is free 
to leave the room, to occupy himself with aspects of 


the iramediat« 


poses of the discussion, or to concern himself with the 


proble ms po ed All of the “4 cons ious thoughts are 
part of the discussion situation, but because of time and 
other considerations, only a small proportion are ever 


thuation which are irrelevant to the pur- 


ve rbali rt d 


why they don’t talk 


An individual may deliberately hide or mask many 
thou hts 


order to protect himself or others. Some thoughts may 


before giving verbal expression to them in 


be withheld because the individual regards them as irrele 
vant or insignificant, or because he is uncertain of their 
truth or falsity. Other thoughts may not be revealed 
because he has difficulty in expressing and communicating 
them to a group. The conditions under which a group 
is established ind organized largely determine the 
thoughts the individual is free to express and those he 
must keep hidden. For example, in a group that has 
a definite task and is pressed for time, group members 
will tend to tell anecdotes and } 


okes less than in a group 


by Eugene L. Gaier 


Department of Psychology. University of Illinois 


when one member is speaking. Are they, too, 
working on the problem? Are they weighing the 
speaker's contribution? Are they in Shangri-la? 
New research findings can help leaders make some 
judgments about what silent members may be 
thinking, and about what might be done to bring 


absent-minded members back into field. 


with a relaxed schedule. Or, if the leader or other mem: 
bers tend to evaluate the merits of members’ comments, 
group me mbers will tend to rehearse and edit their 
remarks more than they may in a non-evaluative atmos- 
phere, 


what they think about 


Through the use of a technique called Stimulated 
Recall, it is possible to find out, to some extent at least, 
what members in a class are thinking about when they are 
not talking. This method consists of recording the dis- 
cussion and individually interviewing each of the par 
ticipants within the 48-hour period following the session. 
As the recording of the discussion is played back to each 
person, he is asked at several selected, critical points to 
report what he was thinking at that particular time in 
the discussion. 

This technique, together with the Rorschach Ink- 
Blot Test. was used to study college students in a series 
The goals of the 


class were similar to those of many adult learning groups. 


of 804 ial science dis« ussion classes.* 


The students were attempting to develop knowledge of 
American history, ability to read analytically in this 


adult leadership 
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field, and ability to think clearly about the fundamental 


proble ms in this area of social science 

The purpose of the study was to investigate th 
relation between unspoken thoughts and three selected 
personality characteristics thought to have great impact 
on the learning process in the classroom. Through th 
use of the Rorschach Ink-Blot Test the eleven students 
in the class were ranked, on three personality character 
istics: anxiety, rigidity, and negativism. By comparing the 
stimulated recall data with the rankings of the students 
on these three personality characteristics it was possible 
to learn, for example, whether students who were anxious 
thought different things during the class than students 


who were not anxious. 


the anxious person 


It is quite possil le that a discussion in a learning 
group or classroom is a threatening situation for some 
people. People vary in the extent to which they can 
remain productive in threatening situations, This re 
search reported that the anxious individual spt nds about 
half his time thinking about himself rather than about 
the problems the group is discussing. Most of the 
thoughts of the anxious individual revolve iround feel 
ings ¢ nadequacy, both as a person and as a member 
of the class. The anxious person also spends considerable 
class time in thinkine about specific objects in the room 
such oa per ple’s dres the blackboard. or some other 
concrete and tangible thing which provides littl challenge 
or self-threat. He spends some time actually thinking 
about the problems being discussed, but rarely formulates 
inswers to problems being raised. Rather. he directs much 
of his thinking to finding applic ations for other members’ 


solution s 


It is evident that. although they mav he extremely 
capable, anxious individuals rarely achieve as much as 
they are able The teacher or teader might help the 
anxious individual by findi: wa of reducing the 
amount of tension in the learning situation. For exampl 
if the teacher can build a good relation hip with the 


anxiou tudent, the student may feel 


encouraged to 
make more voluntary contributions to the discussion 


The learner must come to recognize learnir situations 
as opportunities for development and for trying out ideas 
rather tha is threatening situations in which he is 
competir ith others or in which he is being jud red 
by others The learner car acquire this attitude where 
the teacher is concerned with helpis the learner think 


about the problem rather thar ith tir ti ret the 


a 
a 


the rigid person 
When an individual cannot char 


ipproach or wav of look it things. to meet the de 


mands of a situation, he is. in a manner of speaking 


Mappropriate 


rigid Rigidits involve stifine . wind resistar ‘ to change 
The rigid individual makes use of stereot ped reactions 


even when his habits and attitudes are not fully ippropri 


individual, the rigid 
persor spends a great deal of time in the grot p think 
i characterist 


march, 1953 


(1 ORO Be RE EE oa RIS 


of the rigid person is his tendeney to continue thinku 
ibout specific words used in the class lonw after the 
group has gone on to other matters. Rigid peopl become 
easily irritated or bored with the class, become concerned 
ibout the rate at which members of the class talk and 
the pace at which the class moves, and are especially 
bothered by the lack of clarity and detfinitenes n 
answers ta questions. The data indicate that the rigid 


individual is well able to handle highly 


specihic, familiar material, but is unable t ipply it to 


tructured 


new situations, or relate it to other material 


the negative person 


The negative person seems to be gener illy opposed 
to ideas, suggestions, and commands well as to peopl 
He has an impulse to disagree, to be h 
to be uncooperative. Negative student pend about a 
third of their thinking time negatively evaluating other 


tudents and the teacher or in deprecating the ideas 


pereritical ind 


being discussed. The more intelligent individuals tend 
to attack (in thought) ideas while the I intelligent 
tend to concentrate on people. Negative students spend 
considerable time in thinking about situations and events 
which are completely outside the classroom or which are 
irrelevant to the class discussion. They are easily di 


tracted and appear to be under a good deal of tension 


One of the major problems of the leader in handling 
i discussion is to recognize the presence of these hyper 
critical members and to avoid being lured into pending 
too much cla time in following irrelevant ideas they 
may sugyest—+« pecially if these seem to be brought up 
primarily to gratify some person’s general need to oppose 
something. If their thoughts can be properly channeled 
negative individuals can be highly timulatin members 
of a discussion group If their negative attitudes in be 
turned to ideas rather than to people they may con 
tribute to creative problem solving by helpin i rout 


test the feasibility of suggestion 


conclusions 


Th tudents in thi tudy came into the cla 
ituation with person ility patterr that partly detern ined 
the kinds of thoughts they had during cla tine The 
leader of discussion 4 roups will recoenize in hi idult 
groups people with some of the characteristics described 
He can take some comfort from known that he is not 
Nonethel he hould try 
to help the group establish the kind 
which the anxious person will feel free to think about 
the problem being discussed, in which the rigid per 
ill be able to entertain the u estions made by other 

use his critical 
talents in a way constructive to the group, When the leader 
und the rroup are aware of the effects of difference tt 
personality upon participation they may be able to work 
that will stimulate ill member 
thout the probles under di 


causing these characteristi« 


of atmo phere in 


‘ bers ind the me itive person ca! 


, 
out group procedure 


to think 


rather thas 


ibout extraneous matters 
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COMING EVENTS The Fighth Annual M un -P 1 tall i \ teer ot 1 
The Missouri Va 4 t Fducation Adult Education Coriferencs ta ested in progra I lor I kor turt 
4 iation wi old s annual confer March 26, 27, and it th Alba H iformation write Girls ¢ { America 
ence March 5, 6, and 7th at the Continental tel, Denver, Color ‘ lo Sta Street, pri Ma 
Hotel, Kansas City, Missouri. Further in be sponsored by edu and 
formation sy be obtained by writin organizations of Colo \ N , 2 4 
Donald Emery, Secretary, Missouri Valley Mexico, and Utah of D 
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discussing the printed page 


continued from page 25 


Warts Have we given him a hearing or have we 
just talked about what interests each of us? How 
about that. Jack? Do you feel that you’ve been 
accepted, that your view has had a hearing? ¥ 


V Phil voices his concern for the fact that the group 
has largely ignored Jack’s repeatedly expressed point 
of view. The 


later, he tries to extend this into an 
evaluation of the discussion as a learning experience. 
It is interesting to see how Joe, Ben, and Ruth, feel 
ing that this is an invasion of Jack’s privacy, rush in 
to defend him. The fact that Phil’s remarks seem to 
some members to be a threat to Jack simply under 
lines what the whole course of the discussion indi 
cates: that the group has not yet developed to the 
point where it regards discussion as a way of mu 
tually enriching each other's experience, of learning 
from one another. Rather, it is clear that some mem 
bers see it as a process that serves its purpose if each 
person simply expresses again and again the point 
of view with which he started. 

Jack: Oh, I don’t think you pe ople really understand 
what I’m trying to say. @ 


B@ jack seems to confirm Phil's diagnosis that the 
contributions of various members have not been un. 
derstood and accepted. Had the leader demonstrated 
such understanding and acceptance, instead of plug 
ging his own point of view, the members might have 
felt more understood, 


Jor: Now let me ask this in a different way. Has this 
helped you? It certainly helped me i little Wit Ha 
this helped you to get at Cantor better 7 

Jack: Oh, | think it's confirmed my original Impressiol 
that what he is advocating is some kind of a con 
munistic way of life. | think I see that more clear] 


now than [ did befor 


Pau So this freedom. then. makes 
lo I don’t think e can judge, Jack, though. I think 
that implicitly vou re saying that he’s wre 


PHit: No, Pm saving we haven't learned from hit And 


march, 1953 


CP Si 


Jou Well, if we assume that Cantor is wrong and that 
Jack has learned more strongly than before that 
Cantor is wrong, then its been a valuable discus 
sion for Jack 

Bop: Rut is it a case of 

Ben: Cantor says that the value is entirely in the indi 
vidual 

Jo That's right. and we can't judge either Jack or 
what he has learned, o1 

Ben: | don’t think it's fair to put Jack on the spot that 
way. We could ask the siitiie (que shion of you Phil 

Jack: Let's leave persor ilities out of thi I don’t think 
we ought to delve into persor alitne 

Puit: But we've got tough skins. We can take it. And 
ill lim SayVing is 

Roru: Maybe that is what Cantor is saying —-maybe he 
aving everyone doesn't have as tough a skin a 
everyone else. Maybe we can look at you and 
you re illing to say what vou feel and maybe Jack 
isn't. Doesn't he have a right not to talk about 

personalities if he doesnt want to 


Pi Well. now. I don't see Jack pont i bit, but at 


pretty good though. isn't it. that he’s had a chances 
to air it 

Vi Would vou expect him to change his mund imine 
diately 


Mii Doesnt Cantor say that this whol ipproach make 
it po ible Now. how long would it take before 

there would be a change in Jack 

Jor Well, maybe there never will be and perhay 
never should be. | think this has been useful at 
least for me, although Tim not sure that TP under 
tand how Cantor can say that the only useful learn 
iv is learn that takes place throu h communi 
cation. He seems to me to be saying that it is not 
what you learn but hat kind of a human bei 
ou become as a result of learnit that important 


Now, if you want to e can talk of this next time 


some more I'm gou hack and read it again, be 


cause perhaps ere not being fair to Cantor....8 9 


Joe at least goes down «till swinging. Until the very 
end, he is trying to sell the group his point of view 
VY joe seems conscious of the fact that the group 
haven't reached any common understanding of Can 
tor's article, and suggest» that they may want to go 


‘ 
on with their discussion. 
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GAUUP WORKERS AND OAGANIZERS a, re 
... ARE THEY OFL AND) WATER? " to 


Submitted by Veaciunta H. Lrrrie, Wayzata, Minn. 


Aren’t organization and group work two different 
things? My experience seems to bear this out. | have 
noticed again and again that those who do not under- 
stand good group work are invariably talented in 
organizational work—getting more members, good 
at promotion, brilliant speakers, good organization 
heads, strong leaders who infect their organization 
with zip and zeal. But let them loose in a discussion 
and they kill a meeting the moment they open their 


mouths! 


(On the other hand, those who are good diseus- 
sion leaders, who understand the hidden-agenda busi- 
ness and try to facilitate the ereative interweaving of 
group members are not so hot at organizing people. 
Roth these talents are needed in social action today. 
Could it be that we are trying to make good group 
workers out of our organizational leaders? Why not 
let those talented at organization be so, but promote 
the division of labors? Why not turn meetings over 
to good group leaders and let organizers sit in the 
bane k row as resource pe reons? if we see ole arly the 
difference between group work, which is what goes 
on between people, at a meeting, and organization, 
which needs the splash and direction of an old-fash- 
ioned leader, maybe we would get where we're going 
fuster 


By CuHartorre K. Demorest, Director, Board 
Vembers’ Education Department, The Federation 
of Protestant Welfare Agencies, In Vew York 
City. 


As consultant, | was in the fortunate position of 
being able to throw your question to a group. The think 
ing expressed by my words is that of nine members of 
FPWA’'s Board Members’ Education Committee.* Mem- 
bers and leaders of Sin ial agency boards, we work 
together on the Board Members’ 
other adult education and group activities in New York 
City 


Institute and many 


We agree that there is much confusion in the field 
of ke idership. Articles like “Move Over, Mr. Robert” 
(ADULT LEADERSHIP, June, 1952) indicate a prairie- 
fire sweep toward running everything by group di Cus- 
sion oO! workshop methods. However, we feel that a 
great deal of the confusion can be clarified by recog- 
nizing that all meetings do not serve the same function 


and that at times, the same group may require different 


*The nine members are Mre. C. Rankin Barnes, Mrs. Edwin N 


Beery, Mra. Edwin S. Burdell, Mrs. Howard F. Katzenberg, Mrs 
Je ha J Ls ni irt, M: He ary W Pope Mr Richar leon Pratt Mrs 
Whitel e Walker and Miss Mary Willi 
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dif 
tv] 
methods of leadership to accomplish different aspects of 
its task. We do not believe that the personal qualities 
required to serve these different functions are inherently i: 
conflicting. Some leaders can adjust to the demands of Fe 
different situations, but if a leader cannot sense the need Bs 
for a different method of leadership, or cannot change i Wi 
his style with ease, the group must beware of letting him z pa 
double in brass. It must take the responsibility for seeing eff 
that an adjustment in leadership functions is made which i su 
allows it to execute its task effectively. rss mi 
The group, and the leader, must always keep their CO 
eyes on the purpose of their common enterprise. The 4 (ji 
purpose of boards of directors, for example, (and of ( Ne 
many committees) is action. They must facilitate the 
ongoing life of the organization. Much of the time in 
board meetings is spent in reviewing activities, evalu = 
ating them, and making new plans for action. Many of yo 
a board’s decisions must be made in the face of a dead- . we 
line. These functions require methods which will help i N 
the group move from one logical stopping point to the ik pe 
next. They require leadership which ik Ni; 
will understand the requirements of Bad 
action, which will be followable, ‘e 
ind which will see that delegated re oe si 
-ponsibilities are properly executed. : tir 
But, even within the frame 2 th 
work of action, there are many situ a 
ations in which a board or commit- 4 (\ 
tee must deliberate, must clarify its i" Se 
feelings and ideas, before it can feel 4 
confidence in the intelligence of its ‘ey 
impending decision. In such situa- h es 
tions, the feelings and growth of the individual members " 
may be more important than the demands for a quick de = 
cision or the wishes of a hasty majority. To make sure = 
that each person has an opportunity to contribute his bit, of 
or clarify his concerns, the leader proceed by bein pel * 
missive, easy, casual and as slow as is needed by the 4 5 
least aware member of the group. He subordinates his - 
private aims, is alert to nonparticipation and, while tak s 
ing responsibility for keeping the group goal in view, : bh: 
never loses his vmpathy for individual opinion He helps 5 
to create a psychological climate for sharing ind for bg e 
arriving at common understanding. il 
Few leaders have all the skills required to play me 
both these roles. Some leaders have enough of both ee te 
types of skills, however, to succeed in both. Once a 8 em 
leader recognizes that there is more than one way of oe th 
leading, he can attempt to acquire the other necessary = " 
skills. Or, if he feels that he is so characterized by a i 
particular style of leadership that he would be mechani x r 
eal and artificial in a situation which required another Hi 1s 
3! ; 
adult leadership 
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style, he may wish to delegate his leadership to another one another even within the 
with these needed skills. as you suggest. 
It is time to recognize that both types of leadership vards off the te 


have their uses, and that it is up to the total group to 


confines of a single meeting. 


\ leader is a sort of golf club: the driver carries 250 


determine where they are going. and what kind of leadei both types of 


ship their goal requires If a yroup continually attempts group, Can recos 
to sensitize itself to the different role 
different situations, there is no reason 


types ol leaders cannot work together and complement 


was insulted by being asked to be 
part of such a program, Not that his 
efforts weren't admirable; simply, 
such programs should never be per 
mitted, The short essay by Lea 
cock was a delightful clincher.” 
(JOHN HERDER, Speech Department 
New York University, N.Y.) 


“Tl am in entire agreement with 
impressions you have received from 
your feedbacks. | find a distinet im 
provement in each issue. This one 
No. 7—-is the first | have read from 
cover to cover.” (MKS. DEWITT STET 


TEN. National Coun: of Women of US 
New York City 


“LT liked your December issue. 
get 


ting away from generalities. Some of 


Somehow you folks seem to be 


the specihie suggestions on improving 


large meetings really hit the spot.” 


(MYLES HORTON Highlander Foll 
School, Monteagle, Tennessee 


“The key word to desertbe ‘An 
nual Meeting’ is simplicity. There is 
nothing false or faney ino it. The 
analysis is beautiful in its condensed 
simple, expert observation of a phase 
of human living. It gives de pth to the 
reader's observations and feelings 
about this and other meetings. There 
are no wasted words in this presenta 
tion. The reader has more freedom 
to think about and see clearly what 
happened.” (DORIS K. GUNDERSON 


Busine and Prote onal Women’s Club 
Lehanon. Ore 


“Annual Meetin \ Post-Mor 
tem is excellent By simulating a 
consret situation the author et ithled 
the reader to visualize the problem far 


more vividl The device of peer 


requirements of 


why these two 


both types 


continued from page l 


through a theoretical presentation,” 


(DELBERT CLARK, Fund for Adult I 
tie Vew York Cu 


“| want to com rend you tor 
the Denny and Leacock pleces 
They he Ip lo spree up the sometimes 


pedantic ADULT LEADERSHIPS 
cy, Wynn fdult kducatior Preshy 


ferian Church of the lt S.A Pi fy / 


Penna.) 


Fiction Is Useful... 


“LT like the fietionalized case ma 
terial. In facet | have used some of 
the material presented in this form 
and found it very acceptable to the 
group. | definitely like such stories 
as “The Play’s the Thing,’ (June 
1952). We developed our fall rally 
around role playing and buzz groups 
The methods were new to the ma 
jority present. After-meeting sugges 


tion slips were very favorable 


(F, O. PERKINS, Presbyterian You 
fdults, Favettemlle, VN. ¢ 


A Thing To Remember 


Last Spring we were happy to 
hear about the forthcoming ADULT 
LEADERSHIP and enlisted as) an 
early subscriber. At no time since 
mailing that first check have we been 
anything but elated over the invest 
ment, Later we joined the AKA and 
now ‘el an extra Copy which we 
hare among other lay and prote 
sional workers with whom we come 
in contact 


The first issue is full of under 


linung and marginal not and the 
evaluation card i filled. But. di 
ing the suremes e wet » involved 
im uy projects that we have 
nl ‘ ned ind wou ilate | t} 
other | ( 1} ! t recent 4 f 
No. 6 ettir ind keepir 


a sandtrap ; they 


the niblick is useful to get out of 


both belong in the golfers bag. If 
leaders, and the other members of the 
rize the pots at which each kind of 
leadership can make its best contribution, the wroup 


will probably benefit from the constructive interplay ot 


member napped us out of our 
routines, however, and we feel moved 
to utter a few remarks 

There seem to be too much 
emphasi in “The Tool Kit” on get 
ting keepin holding members. As 
i member of a few organizations 
and as a pursued prospective of other 
vroups of peopl I say with feelin 
that | don't like to be “got” —-1 don’t 
like to be “ke pl 
to be “held” to an organization 


I want to be interested, chal 


I don’t ever ¢ xpeet 


lenged, and shown some opportunity 
lor expression; ¥ arranted an Oppor 
tunity to explore ways of improving 
or imitating the old: assured help il 
I should tumble while attempting 
the new, but not over protected or 
limited or minutely guided by those 
who have already “learned — the 
imswets ; 

We realize that it was editorially 
planned to add a litth humor on 
pa reo under “Working as a Team 
but itis hardly fair to consider people 
as “elusive game that need to be 


hageved” and “brought in alive \ll 


loo many group who want to survive 


for the proups ake and all too many 
conniving organizer who organize 
yroups for thei owt job the 
already use methods proposed in 


“The Tool Kite’ 

As usual, “The Tool Kit is full 
of proven and useful tools for vetting 
our human-relation and human 
le velopment job done, but we must 
he careful what attitudes or pur parse 
we have while finding new member 


or maintaining the interest of regu 


lar member This magazine is form 
ing attitudes as well as techs wequne 
WILLIAM KR. MILLER 
Regional hautensic fee 
Veuw kngland I t Project 
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ADUTT 


C.N.O. URGES GROUPS TO MAKE 
FULL USE OF ADULT LEADERSHIP 


ADULT LEADERSHIP is designed and edited to help you and your group do a better job in achiev- 


ing your goals—actually to help you create group action! 


Participating organizations in the Council of National Organizations—recognizing this—urge their local 
constituents to make full use of Adult Education Association publications, including ADULT LEADERSHIP. 


ADULT LEADERSHIP’s new Group Participation Plan, placing this non-profit magazine service directly 
into the hands of key people and individual members of all organizations, is the answer. 


A new, low rate for groups has been established by ADULT LEADERSHIP. When five or more persons 
in a group request this service, the rate for each goes down. And the rate drops still further when 10, 25 or 


50 individuals ask for ADULT LEADERSHIP as a group. 


Here's an opportunity to use ADULT LEADERSHIP to achieve the integration of group effort and atti- 
tudes you need for effective group action! 


for GROUP ACTION the‘aoucr teaversir ran: 


Write TODAY for complete details ° 743 North Wabash Avenue ° Chicago 11, Illinois 
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